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Three Surprises About Change

1.

One Saturday in 2000, some unsuspecting moviegoers showed
up at a suburban theater in Chicago to catch a 1:05 p.m. mati
neeof MelGibsons action flick Payback They were handed asoft
drink and a free bucket of popcorn and were asked to stick
around after the movie to answer a few questions about the con
cession stand. Thesemovie fans were unwittingparticipants in a
study ofirrational eating behavior.

There was something unusual about the popcorn they re
ceived. It was wretched. In fact, it had been carefully engineered
to be wretched. It had been popped five days earlier and was so
stale that it squeaked whenyouate it. One moviegoer later com
pared it to Styrofoam packing peanuts, and twoothers, forgetting
that they'd received the popcorn for free, demanded their
money back.

Someofthem got theirfree popcorn in amedium-size bucket,
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and others got a large bucket—the sortof huge tub that looks
like it might once havebeen an above-ground swimming pool.
Every person got abucketsothere'd be no needto share. The re
searchers responsible for the study were interested in a simple
question: Would the people with bigger buckets eatmore?

Both bucketswere so big that none of the moviegoers could
finish their individual portions. So the actual research question
was a bit more specific: Would somebody with a larger inex
haustible supply of popcorn eat more than someone with a
smaller inexhaustible supply?

The sneakyresearchers weighed the bucketsbefore and after
the movie,sotheywere able to measure precisely how much pop
corneach person ate. The results were stunning: People with the
large bucketsate53 percent morepopcorn than people with the
medium size. That's the equivalent of 173morecalories and ap
proximately 21 extra hand-dips into the bucket.

Brian Wansink, the author of the study, runs the Food and
BrandLab at CornellUniversity, and he described the results in
hisbook Mindless Eating: "We've run otherpopcorn studies, and
the results werealways the same, however we tweaked the details.
It didn't matterifour moviegoers were in Pennsylvania, Illinois,
or Iowa, andit didn'tmatterwhatkind ofmoviewas showing; all
of our popcorn studies led to the same conclusion. People eat
morewhen you give them a bigger container. Period."

No other theory explains the behavior. These people Weren't
eating for pleasure. (The popcorn was so stale it squeaked!) They
weren't driven by a desire to finish their portion. (Both buckets
were too bigto finish.) It didn't matter whetherthey were hungry
or full. The equation isunyielding: Bigger container =moreeating.

Best of all, people refused to believe the results. After the
movie, the researchers told the moviegoers about the two bucket
sizes andthe findings oftheir past research. The researchers asked,
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Do you think you ate more because of the larger size? The ma
jorityscoffed at the idea, saying, "Thingslikethatdon'ttrickme,"
or, "I'm prettygoodat knowingwhen I'm full."

Whoops.

2.

Imagine that someone showed you the data from the popcorn-
eating study but didn't mention the bucket sizes. On your data
summary, you could quickly scan the results and see how much
popcorn different people ate—-some people atea little, someate
a lot, and some seemed to be testing the physical limits of the
human stomach. Armedwith adata setlike that, youwould find
it easy to jump to conclusions. Somepeople are Reasonable Snack-
ers, andothers areBigGluttons.

A public-health expert, studying that data alongside you,
would likelygetveryworried aboutthe Gluttons. We needtomo
tivate these people to adopt healthier snacking behaviors! Let's find
ways toshow them the health hazards ofeating so much!

But waitasecond. If youwant people to eatless popcorn, the
solution is pretty simple: Give them smaller buckets. You don't
have to worryabouttheirknowledge or theirattitudes.

Youcan see howeasy it wouldbeto turnaneasy change prob
lem (shrinking people's buckets) into a hard change problem
(convincing people to think differendy). And that's the first sur
prise about change: What lookslike a people problem is often a
situation problem.

3.

This isabook to helpyou change things.. We consider change at
every level—individual, organizational, andsocietal. Maybeyou
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want to help your brother beathis gambling addiction. Maybe
youneed your team atworkto act more frugally because of mar
ket conditions. Maybe you wish moreof your neighbors would
bike to work.

Usually these topics are treated separately—there is "change
management" advice for executives and"self-help" advice for in
dividuals and "change the world" advice for activists. That's a
shame, because all change efforts have somethingin common:
For anythingto change, someone has to start acting differendy.
Your brother has got to stay out of the casino; your employees
have got to start bookingcoach fares. Ultimately, all change ef
forts boil down to the same mission: Canyou get people to start
behavingin a new way?

We know whatyou're thinking—people resist change. But it's
not quite that easy. Babies are bornevery dayto parents who, in
explicably, welcome the change. Think about the sheer magni
tudeofthatchange! Would anyone agree to work for aboss who'd
wake you up twicea night, screaming, for trivial administrative
duties? (And what if, every time you worea new piece of cloth
ing, the boss spit up on it?) Yet people don't resist this massive
change—they volunteer for it.

In our lives, we embrace lots of big changes—not only ba
bies, but marriages and new homes and new technologies and
newjobduties. Meanwhile, otherbehaviors are maddeningly in
tractable. Smokers keep smokingand kids grow fatter and your
husbandcan't ever seemto gethis dirty shirts into a hamper.

So there are hard changes and easy changes. What distin
guishes one from the other? In this book, we argue that success
ful changes share a common pattern. They require the leader of
the change to do three things at once. We'vealready mentioned
one of those three things: To change someone's behavior, you've
got to change that person's situation.
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The situation isn't thewhole game, of course. Youcan sendan
alcoholic to rehab, wherethe new environmentwill help him go
dry. But what happens when he leaves and loses that influence?
You might see aboost in productivity from yoursales reps when
the sales manager shadows them, but what happens afterward
when the situation returns to normal? For individuals' behavior

to change, youve got to influence not only their environment
but their hearts and minds.

The problem is this: Often the heart andmind disagree. Fer-
vendy.

4.

Consider the Clocky, an alarm clock invented by an MIT stu
dent, Gauri Nanda. It's no ordinary alarm clock—it haswheels.
You setit at night, andin the morning when the alarm goes off,
it rolls off yournightstand andscurries around the room, forcing
you to chase it down. Picture the scene: You're crawling around
the bedroom in yourunderwear, stalking andcursing arunaway
clock.

Clocky ensures thatyouwon't snooze-button your wayto di
saster. And apparendy that's a common fear, since about 35,000
unitswere purchased, at $50 each, in Clocky's first two years on
the market (despite minimalmarketing).

The success of this invention reveals alot about humanpsy
chology. What it shows, fundamentally, is that we are schizo
phrenic. Part of us—our rational side—wants to getup at 5:45
a.m., allowing ourselves plenty of time for aquickjogbefore we
leave for the office. The other part of us—the emotional side—
wakes up in the darkness of the early morning, snoozing inside
awarmcocoon ofsheets andblankets, andwantsnothing in the
world so much as a few more minutes of sleep. If, like us, your
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emotional side tends to win these internal debates, then you

might be a potential Clockycustomer. The beautyof the device
is that it allows your rational side to outsmart your emotional
side. It s simply impossible to staycuddledup under the covers
when a rogue alarm clockis rolling around yourroom.

Let's be blunt here: Clockyisnot a product for asane species.
If Spockwants to getup at5:45 a.m., he'll justgetup. No drama
required.

Our built-in schizophrenia is a deeply weird thing, but we
don't think much about it because we're so used to it. When

we kick offa new diet, we toss the Cheetos and Oreos out ofthe

pantry, because ourrational side knows thatwhen ouremotional
sidegets a craving, there's no hope of self-control. The only op
tion isto remove the temptation altogether. (For the record, some
MIT studentwill makea fortune designing Cheetos that scurry
away from people when they're on a diet.)

The unavoidable conclusion is this: Your brain isn't of one

mind.

The conventional wisdom in psychology, in fact, is that the
brain has two independent systems at work at all times. First,
there's whatwe called the emotional side. It's the partofyou that
is instinctive, that feels pain and pleasure. Second, there's the ra
tional side, also known asthe reflective or conscious system. It's
the part of you that deliberates and analyzes and looks into the
future.

In the past few decades, psychologists have learned alotabout
thesetwo systems, but ofcourse mankindhasalways beenaware
of the tension. Plato said that in our heads we have a rational

charioteer who hasto rein in an unruly horsethat "barely yields
to horsewhip andgoad combined." Freud wroteaboutthe selfish
id andthe conscientious superego (and also aboutthe ego, which
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mediates between them). More recendy, behavioral economists
dubbed the two systemsthe Planner and the Doer.

But, to us, the duo's tension is captured best by an analogy
usedby University ofVirginia psychologist Jonathan Haidtin his
wonderful book The Happiness Hypothesis. Haidt says that our
emotional side is an Elephant and our rational side is its Rider.
Perched atop the Elephant, the Riderholds the reins and seems
to be the leader. But the Rider's control is precarious because the
Rider is so small relative to the Elephant. Anytime the six-ton
Elephant andthe Riderdisagree aboutwhichdirection to go,the
Rideris going to lose. He's completely overmatched.

Most of us are all too familiar with situations in which our

Elephant overpowers ourRider. You've experienced this ifyou've
ever sleptin, overeaten, dialed up yourex at midnight, procras
tinated, triedto quit smoking and failed, skipped the gym, got
ten angryand saidsomething you regretted, abandoned your
Spanish or piano lessons, refused to speak up in a meeting be
cause you were scared, andsoon. Good thing no one is keeping
score.

The weakness ofthe Elephant, ouremotional andinstinctive
side, isclear: It's lazy andskittish, oftenlooking for thequickpay
off (ice cream cone) over thelong-term payoff(being thin). When
change efforts fail, it's usually theElephant's fault, since the kinds
ofchange wewanttypically involve short-term sacrifices for long-
term payoffs. (We cut back on expenses todayto yield a better
balance sheet next year. We avoid ice cream today for a better
bodynextyear.) Changes oftenfail because the Rider simplycan't
keepthe Elephant on the road longenough to reach the destina
tion.

The Elephant shunger for instant gratification isthe opposite
of the Rider's strength, which istheability to think long-term, to
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plan, to think beyondthe moment (all those thingsthat yourpet
can't do).

But what maysurprise you isthat the Elephant also hasenor
mousstrengths andthatthe Rider has crippling weaknesses. The
Elephant isn't always the bad guy. Emotion is the Elephant's
turf—love andcompassion andsympathy andloyalty. That fierce
instinct you have to protect yourkids against harm—that's the
Elephant. That spine-stiffening you feel when you needto stand
up for yourself—that's the Elephant.

And even moreimportant if you're contemplating achange, the
Elephant istheonewhogets things done. Tomake progress toward
agoal, whether it's noble orcrass, requires the energy anddrive of
the Elephant. And thisstrength is the mirror image ofthe Rider's
great weakness: spinning hiswheels. The Rider tends to overana-
lyze and overthink things. Chances are, youknowpeople withRider
problems: your friend who can agonize for twentyminutes about
-what to eat for dinner; yourcolleague who can brainstorm about
new ideas for hours but can't ever seem to make a decision.

If you want to change things, you've got to appeal to both.
The Riderprovides the planning anddirection, andthe Elephant
provides the energy. So ifyou reach the Riders ofyour teambut
not the Elephants, teammembers willhave understanding with
out motivation. If you reach theirElephants but not theirRiders,
they'll have passion without direction. In both cases, the flaws
can be paralyzing. A reluctant Elephant and a wheel-spinning
Rider can both ensure thatnothingchanges. Butwhen Elephants
and Riders move together, change can come easily.

5.

When Rider and Elephant disagree aboutwhich way to move,
you've gota problem. The Rider can get hiswaytemporarily—he
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can tug on the reins hard enough to get the Elephant to submit.
(Anytime you usewillpower you're doing exacdy that.) But the
Rider can't win atug-of-war with ahugeanimal for long. He sim
plygets exhausted.

To seethis point moreclearly, consider the behavior ofsome
college students who participated in a study about "food
perception" (or sotheywere told). They reported to the lab abit
hungry; they'd been asked not to eat for at least three hours
beforehand. They were led to a room that smelled amazing—
the researchers had just baked chocolate-chip cookies. On a
table in the center of the room were two bowls. One held a

sampling of chocolates, along with the warm, fresh-baked
chocolate-chip cookies they'd smelled. The other bowl held a
bunch of radishes.

The researchers had prepped a cover story: We've selected
chocolates and radishes because they have highly distinctive
tastes. Tomorrow, we'llcontactyou and askabout your memory
of the taste sensations youexperienced while eating them.

Half the participants were asked to eat two or threecookies
and some chocolate candies, but no radishes. The other halfwere

asked to eat at least two or three radishes, but no cookies. While

they ate, the researchers left the room, intending, rather sadisti
cally, to induce temptation: Theywanted those poor radish-eaters
to sit there, alone, nibblingon rabbit food, glancing enviously at
the fresh-baked cookies. (Itprobably goes without saying thatthe
cookie-eaters experienced no great struggle in resisting the rad
ishes.) Despite the temptation, all participants atewhattheywere
asked to eat, and none ofthe radish-eaters snuck a cookie. That's

willpowerat work.
At that point, the "taste study" was officially over, andanother

group ofresearchers entered with asecond, supposedly unrelated
study: We're trying to find who's better at solving problems,
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college studentsor high school students. This framing was in
tended to get the college students to puff out their chests and
take the forthcoming taskseriously.

The college students were presented withaseries ofpuzzles that
required them to trace a complicated geometric shape without re
tracing anylines andwithoutlifting their pencils from the paper.
They were given multiple sheets of paper so they could try over
and over. In reality, die puzzles were designed to be unsolvable.
The researchers wanted to see howlongthecollege students would
persist in a difficult, frustrating taskbefore they finally gave up.

The "untempted" students, who had not had to resist eating
the chocolate-chip cookies, spentnineteen minutes on the task,
makingthirty-four well-intentioned attempts to solve the prob
lem.

The radish-eaters were less persistent. They gave up after only
eight minutes—less than half the time spent by the cookie-
eaters—and theymanaged onlynineteen solution attempts. Why
did they quit so easily?

The answer maysurprise you: They ran out ofself-control. In
studies like this one, psychologists have discovered that self-
control isanexhaustible resource. It's like doingbench presses at
the gym.The first one is easy, when yourmuscles are fresh. But
with each additional repetition, yourmuscles getmoreexhausted,
until you can't lift the baragain. The radish-eaters had drained
their self-control by resisting the cookies. So when their Ele
phants, inevitably, started complaining about the puzzle task—its
too hard, its nofun, we're no goodat this—their Riders didn'thave
enough strength to yank on the reins for more than eight min
utes. Meanwhile, the cookie-eaters had a fresh, untaxed Rider,

who fought off the Elephant for nineteen minutes.
Self-control isan exhaustible resource. This is a crucial realiza

tion, because when we talk about "self-control," we don't mean
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the narrow sense ofthe word, as in the willpower neededto fight
vice (smokes, cookies, alcohol). We're talking about a broader
kind ofself-supervision. Think ofthewayyourmind works when
you're giving negative feedback to an employee, or assembling a
new bookshelf, or learning anew dance. You are careful and de- .
liberate with yourwords or movements. It feels like there's a su
pervisor on duty.That's self-control, too.

Contrast that with all the situations in which your behavior
doesn't feel "supervised"—for instance, the sensation whileyou're
driving that you can't remember the last few miles ofroad, or the
easy, unthinking wayyou take a shower or make your morning
coffee. Much of our daily behavior, in fact, is more automatic
than supervised, and that's a good thing because the supervised
behavior is the hard stuff. It's draining.

Dozens of studies have demonstrated theexhausting nature of
self-supervision. For instance, people who were asked to make
tricky choices andtrade-offs—such as setting up awedding reg
istryor ordering a new computer—were worse at focusing and
solving problems than others whohadn't made thetough choices.
In one study, some people were asked to restrain their emotions
while watching a sad movie about sick animals. Afterward, they
exhibitedless physical endurance than others who'dlet the tears
flow freely. The research shows thatwe burn up self-control in a
wide variety of situations: managing theimpression we're making
on others; coping with fears; controlling ourspending; trying to
focus on simple instructions such as "Don't think of a white
bear"; and many,many others.

Here's why this matters for change: When people try to
change things, they're usually tinkering with behaviors thathave
become automatic, and changing those behaviors requires care
ful supervision by the Rider. The bigger the change you're sug
gesting, the more it will sap people's self-control.
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And when people exhaust theirself-control, what they're ex
haustingare the mental muscles needed to think creatively, to
focus, to inhibittheirimpulses, andto persist in the face of frus
tration or failure. In other words, they're exhausting precisely the
mentalmuscles needed to makeabigchange.

Sowhen you hear people say thatchange ishardbecause peo
ple are lazyor resistant, that's just flat wrong. In fact, the oppo
siteis true: Change is hard because people wear themselves out.
And that's the second surprise about change: What looks likelazi
ness is often exhaustion.

6.

Jon Stegner believed the companyhe worked for, a large manu
facturer, was wasting vastsumsofmoney. "I thought we had an
opportunityto drive down purchasing costs not by 2 percent but
by something on the order of$1 billion over the next five years,"
said Stegner, who is quoted in John Kotter and Dan Cohen's es
sential book The Heart ofChange.

To reap these savings, a big process shift would be required,
and for that shift to occur, Stegner knew that he'd have to con
vince his bosses. He also knew that they'd neverembrace such a
bigshiftunless theybelieved in the opportunity, and for the most
part, they didn't.

Seeking a compelling example of the company's poor pur
chasing habits, Stegner assigned asummer student intern to in
vestigate a single item—work gloves, which workers in most of
the company's factories wore. The studentembarked on amission
to identifyall the typesofgloves usedin all the company's facto
ries and then trace backwhat the companywas paying for them.

The intrepid intern soon reported that the factories were
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purchasing 424 different kindsofgloves! Furthermore, theywere
using different glove suppliers, andtheywere all negotiating their
own prices. The same pair of gloves that cost $5 at one factory
might cost$17 at another.

At Stegner's request, the studentcollected aspecimen ofevery
one ofthe 424 different types ofgloves andtagged each with the
price paid. Then all the gloves were gathered up, broughtto the
boardroom* andpiled up on theconference table. Stegner invited
all the division presidents to comevisit the GloveShrine. He re
called the scene:

What they saw was a large expensive table, normally

clean or with a few papers, now stacked high with
gloves. Each ofourexecutives stared at this display for a

minute.Then each said something like, "We really buy
all these different kinds of gloves?" Well, as a matterof
fact, yeswe do. "Really?" Yes, really. Then they walked

around the table.... They could see the prices. They

looked at two gloves that seemed exactly alike, yet one

was marked $3.22 and the other $10.55. It's a rare event

when these people don't have anything to say. But that
day, they juststoodwith their mouthsgaping.

The gloves exhibitsoonbecame a traveling road show, visit
ingdozens ofplants. The reaction was visceral: This iscrazy. We're
crazy. Andwe've gotto make sure this stops happening. Soon Steg
ner had exactly the mandate for change that he'd sought. The
company changed itspurchasing process andsaved agreat deal of
money.This was exacdy the happyendingeveryone wanted (ex
cept,ofcourse, for the glove salesmen who'dmanaged to sell the
$5 gloves for $17).
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7.

Let's be honest: Most of us would not have triedwhat Stegner
did. It would havebeen so easy, so natural, to make a presenta
tion that spokeonly to the Rider. Think of the possibilities: the
spreadsheets, the savings data, the cost-cutting protocols, the rec
ommendations for supplier consolidation, the exquisite logic for
central purchasing. Youcould have created a 12-tabbed Microsoft
Excel spreadsheet that would have made a tax accountant weep
with joy. But instead of doing any of that, Stegner dumped a
bunch ofgloves on a table andinvited hisbosses to see them.

If there issuchathing as white-collar courage, surely thiswas
an instance.

Stegner knew that if things were going to change, he had to
gethis colleagues' Elephants on hisside. If he had madean ana
lytical appeal, he probably would have gotten some supportive
nods, and the execs might have requested a follow-up meeting
sixweeks later (and then rescheduled it).The analytical case was
compelling—by itself, it might have convinced Stegner's col
leagues that overhauling the purchasing system wouldbe an im
portant thing to do ... next year.

Remember that if you reach yourcolleagues' Riders but not
their Elephants, they will have direction without motivation.
Maybe their Riders will drag the Elephant down the road for a
while, but as we'veseen, that effort can't lastlong.

Once you break through to feeling, though, things change.
Stegner delivered a jolt to his colleagues. First, they thought to
themselves, We're crazy! Then theythought, We canfix this. Every
one could think ofa fewthingsto try to fixthe glove problem—
and by extension the ordering process as awhole. That got their
Elephants fired up to move.

We don't expect potential billion-dollar change stories to come
dressed up likethis. The change effort was ledby asingle employee,
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with the able helpof asummer intern. It focused on asingle prod
uct.The scope ofthe presentation didn't correspond in anywayto
the scope of the proposal. Yet Stegners strategy worked.

That's the power of speaking to both the Rider and the
Elephant.

8.

It's truethatanunmotivated Elephant can doomachange effort,
but let's not forget thatthe Rider has hisownissues. He's anavel-
gazer, an analyzer, awheel-spinner. If the Rider isn't sure exacdy
whatdirection to go, he tends to lead theElephant in circles. And
as we'll see, that tendency explains the third and final surprise
about change: What looks like resistance isoftenalack of clarity.

Two health researchers, Steve Booth-Butterfield and Bill

Reger, professors atWest Virginia University, were contemplating
ways to persuade people to eata healthier diet. From past re
search, theyknewthat people were more likely to change when
the new behavior expected of them was crystal clear, but unfor
tunately, "eating ahealthier diet" was anything but.

Where to begin? Which foods should people stop (or start)
eating? Should they change their eating behavior at breakfast,
lunch, ordinner? At homeorin restaurants? The number ofways
to "eat healthier" is limidess, especially given the starting place
ofthe average American diet/Thisisexacdy the kind ofsituation
in which the Rider will spin his wheels, analyzing andagonizing
and nevermoving forward.

As the two researchers brainstormed, their thoughts kept
coming back to milk. Most Americans drink milk, and we all
know that milk is a great source of calcium. But milk is also the
single largest source of saturated fat in the typical American's diet.
In fact, calculations showed something remarkable: IfAmericans
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switched from whole milk to skimor 1% milk, the average diet
would immediately attain theUSDA recommended levels ofsat
urated fat.

How do you getAmericans to start drinking low-fat milk?
You make sure it shows up in their refrigerators. And that isn't
anentirely facetious answer. People willdrinkwhatever isaround
the house—a family will plow through low-fat milk as fast as
wholemilk. So, in essence, the problem was eveneasier than an
ticipated: You don'tneedto change drinking behavior. You need
to change purchasing behavior.

Suddenlythe intervention became razor-sharp. What behav
ior do we want to change? We want consumers to buy skim or
1% milk. When? When they're shopping for groceries. Where?
Duh. What else needs to change? Nothing (fornow).

Reger and Booth-Butterfield launched a campaign in two
communities inWestVirginia, running spots on the local media
outlets (TV, newspaper, radio) for two weeks. In contrast to the
bland messages of most public-health campaigns, the 1% milk
campaign was punchy and specific. One ad trumpeted the fact
thatoneglass ofwhole milk has thesame amountofsaturated fat
as five strips of bacon! At a press conference, the researchers
showed local reporters a tube full of fat—the equivalent of the
amount found in a half-gallon of whole milk. (Notice the Ele
phant appeals: They're going for an"Oh, gross!" reaction.)

Reger and Booth-Butterfield monitored milk sales data at all
eight stores in the intervention area. Before the campaign, the
marketshare oflow-fatmilk was 18 percent. After the campaign,
it was41 percent. Six months later, it held at 35 percent.

This brings us to the final part of the pattern that character
izes successful changes: If you want people to change, you must
provide crystal-clear direction.

By now, you can understand the reason this is so important:
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It's so the Riderdoesn't spinhiswheels. If you tell people to "act
healthier," think of how many ways they can interpret that—
imaginetheir Riders contemplating the options endlessly. (Do I
eatmoregrains andless meat? Or viceversa? Do I start takingvi
tamins? Would it be agoodtrade-offif I exercise moreandbribe
myselfwith icecream? ShouldI switch to DietCoke, or is the ar
tificial sweetener worse than the calories?)

What looks like resistance isoften a lack ofclarity. Before this
study, we might have looked at these WestVirginians and con
cludedthey were the kind of people who don't care abojut their
health. But if theywere indeed "that kind"ofpeople, why was it
so easy to shift their behavior?

If you want people to change, you don't ask them to "act
healthier." Yousay, "Nexttimeyou're in thedairy aisle of thegro
cerystore, reach for a jugof 1%milk instead ofwholemilk."

9.

Now you've had a glimpse ofthe basic three-part framework we
willunpack in thisbook, onethatcan guide youin anysituation
where you needto change behavior:

• Direct the Rider. What looks like resistance is often a

lack of clarity. So provide crystal-clear direction. (Think

1% milk.)

• Motivate the Elephant What looks like laziness is

oftenexhaustion. The Rider can't gethiswayby force for
very long. So it's critical that you engage people's emo
tional side—get*their Elephants on the pathand cooper
ative. (Think of the cookies and radishes study and the

boardroom conference table full ofgloves.)
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• Shape the Path. What looks like a people problem is
often a situation problem. We call the situation (includ

ing the surrounding environment) the "Path." When you

shape the Path, you makechange morelikely, no matter

what's happening with the Rider and Elephant. (Think
of the effectofshrinking movie popcorn buckets.)

We created this framework to be useful for people who don't
have scads of authority or resources. Some people can get their
way by fiat. CEOs, for instance, cansell off divisions, hire peo
ple, fire people, change incentive systems, merge teams, and so
on. Politicians can pass laws orimpose punishments to change be
havior. The rest ofusdon't have these tools (though, admittedly,
theywould makelife easier: "Son, ifyou don'ttake out the trash
tonight, you're fired"). In this book, wedon't talkalot about these
structural methods.

Ashelpful as wehope this framework will beto you, we're well
aware, andyou shouldbe, too, that this framework isno panacea.
For one thing, it's incomplete. We've deliberately left out lots of
great thinking on change in theinterests of creating a framework
that's simple enough to be practical. For another, there's a good
reason why change can bedifficult: The world doesn't always want
what you want. You want to change how others are acting, but
theygetavote. Youcan cajole, influence, inspire, andmotivate—
but sometimes anemployee wouldrather lose his job thanmove
out ofhis comfortable routines. Sometimes the alcoholic will want

another drink no matterwhat the consequences.
So we don't promise that we're going to make change easy,

but atleast wecan makeit easier. Our goal isto teach youa frame
work, based on decades of scientific research, that is simple
enough to remember and flexible enough to use in manydiffer
ent situations—family, work, community, and otherwise.
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To change behavior, you've got to direct the Rider, motivate
the Elephant, and shape the Path. If you cando all threeat once,
dramatic change canhappen evenifyou don'thavelotsofpower
or resources behindyou. For proofofthat,we don'tneedto look
beyondDonald Berwick, amanwho changed the face ofhealth
care.

10.

In 2004, Donald Berwick, a doctor and the CEO ofthe Institute

for Healthcare Improvement (IHI),hadsomeideas abouthowto
save lives—massive numbers oflives. Researchers at the IHI had

analyzed patient care with the kinds of analytical tools used to
assess the quality of cars coming off a production line. They dis
covered that the "defect" rate in health care was as high as 1 in
10—meaning, for example, that 10 percent of patients did not
receive theirantibiotics in the specified time.This was a shock
ingly high defect rate—many other industries hadmanaged to
achieve performance at levels of 1error in 1,000cases (andoften
far better). Berwick knewthatthehighmedical defect rate meant
that tens of thousands of patients were dying every year,
unnecessarily.

Berwick's insight was that hospitals could benefit from the
same kinds of rigorous process improvements that had worked
in other industries. Couldn't atransplant operation be"produced"
as consistendy and flawlessly as aToyota Camry?

Berwick's ideas were sowellsupported by research that they
were essentially indisputable, yet little was happening. He
certainly had no ability to force any changes on the industry.
IHI had only seventy-five employees. But Berwick wasn't
deterred.

On December 14, 2004, he gave a speech to a room full of
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hospital administrators at a large industryconvention. He said,
"Here is what I think we should do. I think we should save 100,000

lives. And I thinkweshould do thatbyJune 14,2006—18 months
from today. Some is not a number; soonis not a time. Here's the
number: 100,000. Heres the time: June 14,2006—9 a.m."

The crowd was astonished. The goal was daunting. But
Berwick was quite serious abouthis intentions. He and his tiny
team set out to do the impossible.

IHI proposed sixveryspecific interventions to save lives. For
instance, one asked hospitals to adoptasetofproven procedures
for managing patients on ventilators, to prevent them from get
tingpneumonia, acommoncause of unnecessary death. (Oneof
the procedures called for a patient's headto be elevated between
30 and 45 degrees, so that oral secretions couldn't get into the
windpipe.)

Ofcourse, all hospital administrators agreed with the goal to
save lives, but the road to that goal was filled with obstacles. For
one thing, for a hospital to reduce its "defect rate," it had to ac
knowledge having a defect rate. In otherwords, it had to admit
that some patients were dying needless deaths. Hospital lawyers
were not keen to put this admission on record.

Berwick knew he had to address the hospitals' squeamish-
ness about admitting error. At his December 14 speech, he was
joined by the mother of a girl who'd been killed by a medical
error. She said, "I'm a litde speechless, and I'm a litde sad, be
cause I know that ifthis campaign hadbeenin place fouror five
years ago, that Josie would be fine. — But, I'm happy, I'm
thrilled to be partofthis, because I know you cando it, because
you have to do it."

Another guest on stage, the chair ofthe North Carolina State
Hospital Association, said: "Anawful lot ofpeople for alongtime
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have had their heads in the sand on this issue, and it's time to do

the right thing. It's as simple as that."
IHI made joining the campaign easy: It required only a one-

page form signed by a hospital CEO. By two months after
Berwick's speech, over athousand hospitals hadenrolled. Oncea
hospital enrolled, the IHI teamhelped the hospital embrace the
new interventions. Team members provided research, step-by-
step instruction guides, andtraining. They arranged conference
calls for hospital leaders to share their victories andstruggles with
one another. They encouraged hospitals with early successes to
become "mentors" to hospitals just joining the campaign.

The friction in thesystem was substantial. Adopting the IHI
interventions required hospitals to overcome decades' worth of
habits androutines. Many doctors were irritated by the newpro
cedures, which they perceived as constricting. But the adopting
hospitals were seeing dramatic results, and theirvisible successes
attracted more hospitals to join the campaign.

Eighteen monthslater, at the exact moment he'd promised to
return—June 14,2006,at9 a.m.—Berwick took the stage again
to announce the results: "Hospitals enrolled in the 100,000 Lives
Campaign have collectively prevented an estimated 122,300
avoidable deaths and, as importandy, have begun to institution
alize new standards of care that will continue to save lives and

improve health outcomes into the future."

The crowd was euphoric. Don Berwick, with his 75-person
team at IHI, had convinced thousands of hospitals to change
their behavior, and collectively, they'd saved 122,300 lives—the
equivalent ofthrowing alifepreserver to every man,woman,and
childin Ann Arbor, Michigan.

This outcome was the fulfillment of the vision Berwick had

articulated as he closed hisspeech eighteen months earlier, about
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how the worldwould lookwhen hospitals achieved the 100,000
lives goal:

And, wewillcelebrate. Starting with pizza, andending
with champagne. We will celebrate the importanceof

what we have undertaken to do, the courage of hon

esty, the joyofcompanionship, the cleverness ofa field

operation, and the results we will achieve. We will cel

ebrateourselves, because the patients whose lives we

save cannot join us, because their names can never be

known. Our contributionwill bewhat did not happen

to them. And, though they are unknown, we will know

that mothers and fathers are at graduations and wed

dings they would have missed, and that grandchildren
will know grandparents they might neverhaveknown,

and holidays will be taken, and work completed, and

booksread, andsymphonies heard, andgardens tended

that, without our work, would havebeen only beds of

weeds.

11.

Bigchanges canhappen.
Don Berwick and his team catalyzed a change that

saved 100,000 lives, yet Berwickhimselfwielded no power. He
couldn't change the law. He couldn't fire hospital leaders who
didn'tagree with him. He couldn't paybonuses to hospitals that
accepted his proposals.

Berwick had the same tools the rest of us have. First, he di

rected his audience's Riders. The destination was crystal clear:
Some is not a number; soon is not a time. Here's the number:
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100,000. Here's the time: June 14, 2006—9 a.m. But that wasn't

enough. He hadto helphospitals figure out how to getthere, and
he couldn't simply say, "Try harder." (Remember "act healthier"
versus "buy 1%milk.")Sohe proposed sixspecific interventions,
such as elevating the heads of patients on ventilators, that were
known to save lives. By staying laser-focused on thesesix inter
ventions, Berwick made sure not to exhaust the Riders ofhis au

dience with endless behavioral changes.
Second, he motivated his audience's Elephants. He made

themj&/the need for change. Many of thepeople in theaudience
already knew the facts, but knowing was not enough. (Remem
ber, knowing wasn't enough for executives atJon Stegner's com
pany. It took a stack of gloves to get their Elephants engaged.)
Berwick hadto getbeyond knowing, sohe brought hisaudience
face-to-face with the mother of the girl who'd been killed by a
medical error: "I know that if this campaign hadbeen in place
four or five years ago, thatJosie wouldbe fine." Berwick was also
careful to motivate the people who hadn't been in the room for
his presentation. He didn't challenge people to "overhaul medi
cine" or"bringTQM to health care." Hechallenged themto save
100,000 lives. That speaks to anyone's Elephant.

Third, heshaped the Path. Hemade it easier for thehospitals
to embrace the change. Think of the one-page enrollment form,
the step-by-step instructions, the training, the support groups,
the mentors. Hewas designing anenvironment thatmade it more
likely for hospital administrators to reform. Berwickalso knew
thatbehavior was contagious. Heused peer pressure to persuade
hospitals to join thecampaign. (Your rivalhospitalacross townjust
signed on to help save 100,000 lives. Doyou really want them to have
the moral high ground?) He also connected people—he matched
up people who were struggling to implement the changes with
peoplewho had mastered them, almostlike the "mentors" found
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in Alcoholics Anonymous. Berwick was creating asupport group
for health care reform.

In this book, you'll learn about people like Berwick who've
created sweeping change despite having few resources and litde
structural authority. You'll learn about anentrepreneur who saved
his small company by turning his skeptical employees into
customer-service zealots; astudent fresh out ofcollege who saved
anendangered species from extinction; amanager who plotteda
way to gethis colleague to stopacting like a jerk; and a therapist
who reformed a group ofchildabusers.

Whether the switchyou seekis in your family, in your char
ity, in yourorganization, orin society at large, you'll get there by
makingthree things happen. You'll direct the Rider, motivate the
Elephant, and shape the Path.



DIRECT

THE

RIDER



Find the Bright Spots

1.

In 1990,Jerry Sternin was working for Save the Children, the in
ternational organization that helps children in need. Hexi been
asked to open anewoffice inVietnam. The government hadin
vited Save the Children into the country to fight malnutrition.
ButwhenSternin arrived, thewelcome was rather chilly. The for
eign minister lethim knowthatnot everyone in the government
appreciated his presence. The ministertold Sternin, "You have
six months to make a difference."

Sternin was traveling with hiswifeand 10-year-old son.None
of them spoke Vietnamese. "Wewere likeorphans at the airport
when we arrived in Vietnam," he recalled. "We had no idea what

wewere going to do." Sternin hadminimal staffandmeager re
sources.

Sternin had read as much as he could about the malnutri

tion problem. The conventionalwisdom was that malnutrition
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was the result of an intertwined set of problems: Sanitation
was poor. Poverty was nearly universal. Clean water was not
readily available. The rural people tended to be ignorant about
nutrition.

In Sternins judgment, all of this analysis was "TBU"—true
but useless. "Millions ofkids cant wait for those issues to be ad

dressed," he said. If addressing malnutrition required ending
poverty andpurifying water andbuilding sanitation systems, then
it wouldnever happen. Especially in sixmonths,with almost no
money to spend.

Sternin hadabetter idea. He traveled to rural villages andmet
with groups of local mothers. The mothers divided into teams
andwent out to weigh and measure every child in theirvillage.
They then pored over the results together.

Sternin asked them, "Did you find any very, very poor kids
who are bigger andhealthier than thetypical child?" The women,
scanning the data, nodded andsaid, "C6, co, c6." (Yes, yes, yes.)

Sternin said, "Youmeanit's possible todayin this village for
averypoor family to have awell-nourished child?"

"C6, c6, cd."

"Then let's gosee whatthey're doing."
Sternins strategy was to search thecommunity for brightspots—

successful efforts worthemulating. If some kidswere healthy de
spite their disadvantages, that meant malnourishment was not
inevitable. Furthermore, the mere existence of healthy kids pro
videdhope for a practical, short-term solution. Sternin knew he
couldn't fixthe thorny"root causes." But ifahandfulofkidswere
staying healthy against theodds, whycouldn't every kidbehealthy?

Notice that Sternin was trying to focus the mothers' Riders.
The overall topic—what can you do to makeyourchildhealth
ier?—is simplytoobigandloaded to take on atonce. The moth
ers needed direction, not motivation. After all, every mother's
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Elephant is going to be motivated to make her child healthier.
But how?

Remember the power ofthe 1%milk campaign, which made
an abstract idea ("eat healthier") practical. Sternin was saying:
Let's not sitaroimd analyzing "malnutrition." Let's gostudywhat
these bright-spot mothers are doing.

As a first step,Sterninand the mothershad to eliminateany
bright spots who weren't "typical." For example, a boy might
havean unclein the government who couldsendextra food his
way. Other families wouldn'tbe able to replicate that.

In order to recognize what the bright-spot mothers were
doing differendy, the group hadto synthesize the "conventional
wisdom" about feeding kids. So they talked to dozens of peo
ple—mothers, fathers, older brothers andsisters, grandparents—
and discovered that the community norms were pretty clear:
Kids ate twice a day along with the rest of their families. They
ate foodthat was appropriate for kids—soft, pure foods like the
highest-quality rice.

Armed with an understanding of the norms,Sternin and the
mothers went into the homes of the bright-spot kids and ob
served thewaythehomes were run, alert for anydeviations. Their
observation yielded some unexpected insights. For one thing,
bright-spot momswere feeding their kids four meals aday (using
the same amount of food as othermoms but spreading it across
four servings rather thantwo). The larger twice-a-day meals eaten
by most families turned out to be amistake for children, because

theirmalnourished stomachs couldn't process that much food at
one time.

The style of eating was also different. Most parents believed
that their kids understood their own needs and would feed them

selves appropriately from the communal bowl. But the healthy
kids were fed more actively—hand-fed by parents if necessary.
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They were even encouraged to eatwhen they were sick, which
was not the norm.

Perhaps most interesting, the healthy kidswere eating differ
ent kinds of food. The bright-spot mothers werecollecting tiny
shrimpandcrabs from the rice paddies andmixingthem in with
theirkids' rice. Shrimp and crabs were eaten by adults but gen
erally weren't considered appropriate food for kids.The mothers
also tossed in sweet-potato greens, whichwere considered alow-
class food. Thesedietary improvisations, however strange or"low
class," were doingsomething precious: adding sorely needed pro
tein and vitamins to the children's diet.

As an outsider, Sternin never couldhave foreseen these prac
tices. He knew nothingaboutsweet-potato greens. The solution
was anative one, emerging from the real-world experience ofthe
villagers, and for that reason it was inherendy realistic and in-
herendy sustainable. But knowing the solution wasn't enough.
For anything to change, lotsof mothers needed to adoptthe new
cookinghabits.

Most people in Sternins situation wouldhave beenitchingto
make an announcement, to call the village together and unveila
setof recommendations. Gather round, everyone: I've studiedyour
problem and now I have the answer! Here are Sternins 5 Rules for
Fighting Malnutrition.

But Sternin refused to make a formal announcement.

"Knowledge does not change behavior," he said. "We have all en
countered crazy shrinks andobese doctors anddivorced marriage
counselors." He knew that telling the mothers about nutrition
wouldn'tchange theirbehavior. They'd haveto practice it.

The community designed aprogram in which fifty malnour
ished families, in groups often, would meet at a hut each day
and prepare food. The families were required to bring shrimp,
crabs, and sweet-potato greens. The mothers washed theirhands
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with soap and cooked the meal together. Sternin said that the
moms were"acting theirway into a new way of thinking." Most

important, it was their change, something that arose from the
local wisdom of the village. Sternins role was only to help them
seethat they could do it, that they could conquermalnutrition
on their own.

By organizing these cookinggroups, Sternin was addressing
both the Riderandthe Elephant. The mothers' Riders got highly
specific instructions: Here's how to cook a tasty lunch withshrimp
andsweet-potato greens. And theirElephants got a feeling: hope.
There really is a way to make mydaughter healthier. And it's not
very hard—it's something I can do! Notice that the Path played a
role, too.When so many of the mothers were doing something,
therewasstrongsocial pressure to goalong. The cookingclasses,
in effect, were changing the culture of the village.

Bestofall, brightspots solve the "Not Invented Here" prob
lem. Some people have a knee-jerk skeptical response to "im
ported" solutions. Imagine the public outcry if an American
politician proposed that the United States adopt the French
healthcare system. (Orviceversa.) We all think our group is the
smartest.

Bylookingfor brightspots within theveryvillage he was try
ing to change, Sternin ensured that the solution would be a na
tiveone. He wouldhavefaced amuch moredifficultquestifhe'd
brought in a plan from a different village. The local mothers
would have brisded: Those people aren't like us. Oursituation is
more complicated than that. Those ideas wouldn't work here.

Finding brightspots, then, solves many different problems at
once. That's no surprise; successful change efforts involve con
necting all three parts of the framework: Rider, Elephant, and
Path. (Although in this book we explain one partof the frame
work at a time, we'll continue to remind you that even an
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examplein the "Rider" chapters will influencethe Elephantand
Path. Concepts are rarely exclusive.)

Six months after Sternin hadcometo theVietnamese village,
65 percent ofthe kidswere betternourished andstayed thatway.
Later, when researchers from Emory University's School ofPub
lic Health came to Vietnam to gather independent data, they
found that even children who hadn't been born when Sternin left

the villages were as healthyas the kids Sternin had reached di-
recdy. That discovery provided proofthat the changes hadstuck.

Sternins success began to spread. "We took the first 14villages
in different phases of the program andturnedthem into a social
laboratory. People who wanted to repUcate the nutrition model
came from different parts ofVietnam. Every day, theywouldgoto
thisliving university,-to thesevillages, touching, smelling, sniffing,
watching, listening. They would'graduate,' goto their villages, and
implement the process until they got it right.... The program
reached 2.2 millionVietnamese people in 265villages. Our living
university has become anational modelfor teaching villagers to re
ducedrastically malnutrition inVietnam," Sternin said.

Stories don't come much more heroic than this. Sternin and his

small teamofbelievers, working with a shoestring budget, man
aged to makeabigdent in malnutrition. What makes it morere
markable is thattheyweren't experts. They didn't walkin with the
answers. All theyhadwas adeep faith in the power ofbrightspots.

2.

The Riderpart ofour mindshas manystrengths. The Rideris a
thinker and a planner and can plot a course for a better future.
But as we've seen, the Rider has a terrible weakness—the

tendencyto spinhiswheels. The Riderloves to contemplate and
analyze, and,makingmatters worse, hisanalysis isalmostalways
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directed at problems rather thanat bright spots. (You can prob
ably recall a conversation with a friend who agonized for hours
over aparticular relationship problem. But canyou remember an
instance when a friend spent evena few minutes analyzing why
somethingwasworkingsowell?)

Theseanalytical qualities can beextremelyhelpful, obviously—
many problems get solved through analysis—but in situations
where change isneeded, too much analysis can doom the effort.
The Riderwill seetoo many problems andspendtoo much time
sizing them up. Look again at Jerry Sternin and the Vietnam
story: Dozens ofexperts hadanalyzed the situation in Vietnam.
Their Riders hadagonized over the problems—the water supply,
the sanitation, the poverty, the ignorance. They'd written posi
tion papers andresearch documents anddevelopment plans. But
they hadn't changed a thing.

In tough times, the Rider sets problems everywhere, and
"analysis paralysis" often kicks in. The Rider will spinhiswheels
indefinitely unless he's given clear direction. That's why to make
progress on achange, you needways to direct the Rider. Showhim
where to go, how to act, what destination to pursue. And that's
why bright spots are soessential, because theyare yourbesthope
for directing the Rider whenyou're trying to bring about change.

3.

"School stinks," said Bobby, a ninth grader who'd just reported
for his first school counseling session. John J. Murphy, theschool
psychologist, was surprised Bobbyhadshownup at all.

Several teachers hadreferred Bobby for counseling, frustrated
by his bad behavior. He was constandylate, rarely did his work,
wasdisruptive in class, andsometimes madeloud threats to other
kids in the hallways.
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Bobby's home lifewas just as chaotic. He'dbeen shuffledin
and out of foster homes and special facilities for kids with be
havioral problems. He andhis father were on the waitinglist for
family counseling. The local social service agency in Covington,
Kentucky, was keeping tabs on Bobby. By the time he showed up
for his session with Murphy, he was in danger ofbeingplaced in
another special facility because ofhis problems at school.

Murphywas almost powerless in the situation. The counselor
had no wayto improve Bobby's situation at home, and time was
workingagainst him—at best,he'dsee Bobby for an hour here,
anhour there. Murphycouldn't reward Bobbyifhe behaved well
or punishhim if he behaved poorly. (Not that punishmentwould
haveworked. Bobbyusually endedup in the principal's officeby
mid-morning for disciplinary issues, but his behavior never
changed.)

Ignoring the "school stinks" comment, Murphybegan talking
to Bobby and posed a series of unusual questions. So began the
first ofahandfulofconversations between Murphy and Bobby.

Now, fast-forward to three months later: A dramatic change
hadoccurred. The numberofdays Bobbywas sent to the princi
pal's office haddeclined by 80 percent. Bobbyhadn't become an
Eagle Scout, mind you,but the improvement was strong enough
to keep social services from having to transfer him to the school
for troubledkids. Bobby, a chronic offender, had becomean oc
casional offender. And it happened because ofa fewhours oftalk
ingwith a counselor.

What, exactly, happened in thoseconversations?

4.

John Murphy is a practitioner ofsolutions-focused brieftherapy
("solutions-focused therapy" for short). Solutions-focused therapy
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was invented in the late 1970s by a husband-and-wife therapist
team, Steve de Shazer and Insoo Kim Berg, and their colleagues
at the Brief Family Therapy Center in Milwaukee. Solutions-
focused therapy isradically different from traditional therapy. In
classical psychotherapy (thinkTony Soprano and Dr. Melfi), you
and your therapist explore your problem. What are its roots?
Does it trace back to something in your childhood? There's a
sense of archaeological excavation: You're digging around your
mind for aburied nugget of insight, something thatmayexplain
why youbehave thewayyoudo. Excavating the past takes time.
A standard Freudian psychoanalysis mighttake five years ofwork,
with sessions once or twice a week. (And after five years and
$50,000, you discover it's all yourmom's fault.)

Solutions-focused therapists, in contrast, couldn't care less
about archaeology. They don't dig around for clues about why
you act the wayyou do. They don't care about yourchildhood.
All they care about is the solution to the problem athand.

Marriage therapist Michele Weiner-Davis was initially trained
as a classical psychoanalyst. Likeall psychoanalysts, shebelieved
that childhood experiences created unresolved traumas that
fed current problems, andshetried to help herclients understand
howtheir upbringing hadshaped their behavior in relationships.
But she was often unhappy with the outcomes her clients
achieved through psychoanalysis. In her book Divorce Busting,
she explained why: "My clients would frequendy plead, 'Now I
see thatwe are reenacting ourparents' marriages, but whatdowe
do about it? We can't stop fighting.'" She learned that under
standing a problem doesn't necessarily solve it—thatknowing is
not enough.

Weiner-Davis was initiallyskeptical about solutions-focused
brieftherapy: "It seemed toosimple.. .. Most people, including
most therapists, believe the change process has to becomplicated
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andarduous. 'No pain, no gain isthe general rule ofthumb."To
describe how her thinking about solutions-focused therapy
changed, sheused ananalogy from golf.

At onepoint, herge>lfswing started misfiring, soshewent to a
golf pro, thinking her technique needed a majoroverhaul. She
noted that the golf pro didn't do anyarchaeology. He never said,
"You obviously have a fear ofwinning. Didyourfather intimidate
you as alitde girl?" Instead, all he did was suggest a minor modi
fication: relaxing hertightgrip on the club. At first, she was alit
de peeved by thisadvice. It didn't seem profound enoughto justify
his fee. But later, on thecourse, herballs were going straighter and
farther. Maybe smalladjustments can work after all, shethought.

5.

Solutions-focused therapists useacommon setoftechniques for
discovering potential solutions. Early in the first session, after
hearing the patient explain hisorherproblem, the therapist poses
the Miracle Question: "CanI askyou asortofstrange question?
Suppose that you goto bed tonightandsleep well. Sometime, in
the middleofthe night,while youare sleeping, a miracle happens
and all the troubles that brought you here are resolved. When
you wake up in the morning, what's the first smallsign you'd
see that would make you think, 'Well, something must have
happened—the problem is gone!'?"

Here's how one couple in marital therapy answered the Mir
acle Question posed by their therapist, Brian Cade of Sydney,
Australia:

WIFE: I'd be happy, feeling at ease at last. I'd be
morepleasant to Bob, not jumpingdown his
throat all the time.
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CADE: What will you do instead?
wife: Well, there would be more understanding

between us. We'd listen to what each other

was saying.

husband: Yes. At the moment, we don'treally listento
each other. We justcan't waitto getourown
point in.

cade: How couldyou tell that the otherwasreally
listening?

wife: In the face, I think.We'd perhaps makemore
eye contact. {Pauses, then laughs.) We'd nod
in the right places.

husband: Yes. We'd both respond to what the other
was saying rather than just attacking or ig
noring it.

Notice that Cade prods the couple for specifics: "What will
youdo instead?" "Howcould youtell theother person was really
listening?" The Miracle Question doesn't askyou to describe the
miracle itself; it asks you to identify the tangible signs that the
miracle happened.

Here's another example from atherapist's session with a man
withadrinking problem: Ifa miracle solvedyour drinkingproblem,
what would you be doing differently the next morning? "I don't
know, I can't imagine." Try. "Well, all my friends drink, sowhat
do you expect me to do?" I know it's noteasy, butthink about it.
"Well, there are all sorts of things." Name one. "Maybe I would
go to thelibrary and lookatthenewspapers." How wouldyour day
bedifferent ifyou went to the library?

Solutions-focused therapists learn to focus their patients on
the first hints of the miracle—"What's the first small sign you'd
see thatwouldmakeyouthink the problem was gone"—because
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they want to avoid answers that are overly grand and unattain
able: "My bank account is full, I love my job, and my marriage
is great."

Once they've helpedpatients identifyspecific andvivid signs
of progress, they pivot to a second question, which is perhaps
even more important. It's the Exception Question: "When was
the last time you sawa litde bit of the miracle, even just for a
short time?"

An alcoholic would be asked: "When was the last time you

stayed sober for an hour or two?" Or the wife in the dialogue
quotedabove wouldbe asked: "When was the last time you felt
like your husband was trulylistening to you?"

It's aningenious tactic. What the therapist istrying to demon
strate, in a subdeway, is that the clientis capable of solving her
own problem. As a matter of fact, the client is offering up proof
that she's already solved it, at least in somecircumstances. For in
stance, Brian Cade worked with a mother whose children were

out ofcontrol. He asked herthe Exception Question: "What was
different about the last time yourkids obeyed you? In what cir
cumstances do they seemto behave better?"

MOM: {after apause) I guess it's when they realize they
havepushed me too far.

cade: How could they tell that?
MOM: You know, it'sfunny. I think it'swhen I stop rant

ing and raving at them and my voice goes very,
verycalm.... I diink I'm able to do that when I
feel generally less harassed, when I feel I've got
things done rather thanspent thewhole daywor
rying about getting things done. When I feel I've
not been able to geton top of the housework, I
tend to panic.
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Cade asks her what the kids might notice on good days.
MOM: I think I just look calmer.
cade: What else?

MOM: I probably greet them more enthusiastically and
smile more.

Solutions-focused therapists believe that there are exceptions
to everyproblem andthat thoseexceptions, onceidentified, can
be carefully analyzed, like the game film of a sporting event.
Let's replay that scene, where things were working foryou. What
was happening? How didyou behave? Were you smiling? Did you
make eye contact? And that analysis can point direcdy toward a
solution that is, by definition, workable. After all, it worked
before.

These "exceptions" are just like Jerry Sternins bright spots.
Just as there were somekids in theVietnamese village who man
aged to stayhealthy despite the poverty, there are somemoments
in analcoholic's lifewhenhe issober despite the cravings. Those
bright spots are gold to bemined. (Notice again thatbright spots
provide not onlydirection for the Rider but hopeandmotivation
for the Elephant.)

What does this mean for you? You may not fight malnutri
tion, and you may not need therapy. But if you're trying to
change things, thereare going to be brightspots in your field of
view, and if you learn to recognize them and understand them,
youwillsolve oneofthe fundamental mysteries ofchange: What,
exacdy, needs to be done differendy?

Suppose you're a human relations manager, and you've been
encouraging line managers to give feedback to their employees
more frequendy, rather than storing it up for their once-a-year
performance reviews. You hosted anoffsite training program for
ten managers so they could practice the recommended new style
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ofin-the-moment feedback, andthey all left the program pledg
ing to experimentwith it.

After four weeks, you start to hear back from some of the
managers, and their results have been mixed. Two of the man
agers seem genuinely transformed—excited about the way the
faster feedback has improved theirrelationships with team mem
bers. Five of the managers are weakly positive, saying they tried
it a few times. Two of the managers say, regretfully, that they've
been too busy to try. One is an outrightskepticand thinks the
whole initiativeis hogwash.

What now? The bright spots give you an action plan: Go
investigate the two successful managers. First, see if eithersitu
ation is an anomaly. For instance, in your follow-up, you might
discover that one of the successful managers had not been giv
ing any more feedback to his team—he'd simply been ap
proaching individuals more often to make smalltalk.The extra
social contactmade him feel goodbut annoyedteam members
(who were constandy interrupted). That manager is not a real
bright spot.

The other success might be legitimate. Maybe the manager,
Debbie, devised atracking sheet thatreminds herto provide feed
backto everyemployeeeveryweek.Maybesheset a goal forher
self that her "quick feedback" will never last longer than two
minutes and will applyonly to a specific project—itwon't be a
referendum on anemployees overall performance. Maybe sheset
up open-door "office hours" so that employees can drop by for
quick feedback oriongoingprojects.

Now thatyou've defined yourbright spot, you cantry to clone
it. Have the other managers spend an hour or two shadowing
Debbie,seeing firsthand how sheincorporated the new styleinto
herworkday. Get Debbieto attendyournext offsitetrainingpro
gram soshecancoach othermanagers on the mechanics ofquick
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feedback. Talkto IT andsee if there's awayto roll out amorepol
ished versionofDebbie's impromptu tracking sheet.

Bottom line: You are spending 80 percent of your time ex
ploring Debbie's success and finding ways to replicate it. You
aren't obsessing about the manager who was skeptical. You aren't
planning another training program with the same managers to
review the material. You are simply asking yourself, "What's
working and how canwe do more of it?" That's the bright-spot
philosophyin a single question.

6.

Focusing on brightspots can be counterintuitive for businesses.
Richard Pascale, one ofJerry Sternins collaborators, discovered
this in 2003 when he accepted a consulting assignment with
Genentech. The companyhad recendy launched a drug called
Xolair, which had beenregarded as a"miracle drug" for asthma.
It had proved effective in preventing asthma attacks for many pa
tients. Yet six months after launch, sales ofXolair remained well

belowexpectations.
Pascale andhis teamwere asked to help figure out why Xolair

was underperforming. They immediately started looking for
bright spotsand soon found one: Two saleswomen who worked
the Dallas-Fort Worth area were selling twenty times more Xo
lair than their peers. Further investigation revealed that the
women wereusinga fundamentally different kind ofsales pitch.
Rather than selling the health benefits of the drug—which doc
tors largely understood—they were helping doctors understand
how to administer the drug. Xolair was not a pillor an inhaler; it
required infusionviaanintravenous drip. This technique was un
familiar (and therefore Elephant-spooking) to the allergists and
pediatricians who would be prescribing the drug.
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Herewasa classic bright-spot situation. Like the Vietnamese
mothers who mixedsweet-potato greens into theirkids' rice, these
saleswomen were achieving radically different results with the
same set of resources everyone else had. Having discovered the
bright spot, Genentech's managers could helpspread the innova
tion across their entire sales force.

But thatdidn't happen. And here iswhere acautionary tale in
trudes on our success story. What actually happened was this:
The superior results of the Dallas-Fort Worth reps were viewed
with suspicion! Managers speculated that the saleswomen had an
unfairadvantage, and theirinitial assumption was that the pair's
sales territories orquotas needed to be revisited. (Later investiga
tion established that the two women had the sametype ofclient
base as the other reps.)

To be fair to the Genentech managers, let's acknowledge that
there was indeed a chance that those two reps were simply an
anomaly. But the managers' first reaction to the good newswas
that it must be bad news! That reaction is a good reminder that
the Rider's capacity for analysis isendless. Even successes canlook
like problems to an overactive Rider.

7.

Let's circle backto Bobby, the troubledstudent, because now we
canstartto understand his rather abrupttransformation. Here's
abriefexchange from oneofBobby's counseling sessions. Notice
how Murphy, the school counselor, starts by popping the Excep
tion Question:

murphy: Tell me about the times at school when you
don'tget in trouble as much.
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bobby: I never get in trouble, well, not a lot, in Ms.
Smith's class.

murphy: What's different about Ms. Smith's class?

bobby: I don'tknow, she's nicer. We get alonggreat.
murphy: What exacdy does shedo that's nicer?

Murphy wasn't content with Bobby's vague conclusion that
Ms. Smith is"nicer." He kept probing until Bobbyidentified sev
eral things aboutMs. Smith and her class that seemed to help
him behave well. For instance, Ms. Smith always greeted him as
soon as he walked into class. (Other teachers, understandably,
avoided him.) She gave him easier work, which she knew he
couldcomplete(Bobbyhas alearning disability). And whenever
the class started working on an assignment, she checked with
Bobby to make surehe understood the instructions.

Ms. Smith's class was a bright spot, and as we've seen, any
time you have a bright spot, your mission is to clone it. Using
Ms. Smiths class as a model, Murphy gave Bobby's other teach
ers very practical tips abouthow to deal with him: GreetBobby
at the door. Make sure he's assigned work he can do. Check to
make sure he understands the instructions.

What Murphy had avoided, of course, was archaeology. He
didrft dig into Bobby's troubled childhood, and he didn't try to
excavate the sources ofhis anger andwillfulness. For Murphy, all
that information would have beenTBU, as Sternin would say.
true but useless. The other thing Murphy avoided was Genen-
tech's knee-jerk skepticism. The mental quibbles couldhave come
so easily: Ms. Smith isjusta nicerperson than the other teachers or
Her class iseasier orTeachers shouldn't have toadapt their approach
toaproblem student. Instead, Murphy found abright spot,andhe
trusted it.
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Bobby's teachers were pleased when Murphy approached
themwith such specific guidance, and theypromised to give his
recommendations a try. Murphy asked the teachers to helphim
track whether the solutions were working by recording Bobby's
performance on three metrics: (1) arriving to class on time,
(2) completing assignments in class, and(3) behaving acceptably
in class. Overthe next three months, as reported earlier, Bobby's
rate of being sent to the principal's office for a major infraction
decreased by 80 percent. Bobby also made striking progress on
day-to-day behavior as measured by the three metrics. Before
solutions-focused therapy, histeachers typically rated his perfor
manceas acceptable in only 1 or2 out of6 class periods perday.
Aftersolutions-focused therapy, hewas rated as acceptable in 4 or
5 of the 6 periods. Bobbyis stillnot a model student. But he's a
lot better.

8.

Notice somethingremarkable about both the Vietnam and the
Bobby case studies. In each one, relatively small changes—
cookingwith sweet-potato greens, greeting Bobbyat the door—
had a big impact on a big problem. There is a clear asymmetry
between the scale of the problem andthe scale ofthe solution. Big
problem, small solution.

This is a theme you will see again and again. Big problems
are rarely solved with commensurately bigsolutions. Instead, they
are most often solved by asequence ofsmall solutions, sometimes
overweeks, sometimes overdecades. And this asymmetry is why

the Rider's predilection for analysis canbackfire so easily.
When the Rider analyzes a problem, he seeks a solution that

befits the scale of it. If the Riderspotsa hole, he wants to fill it,
and ifhe's got a round holewith a 24-inch diameter, he's gonna
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go looking for a 24-inch peg. But that mental model is wrong.
For instance, in analyzing malnutrition in Vietnam, the experts
had exhaustively analyzed all the bigsystemic forces that werere
sponsible for it: lack of sanitation, poverty, ignorance, lack of
water. No doubt they also concocted big systemic plans to ad
dress those forces. But that was fantasy. No one, other than
Sternin, thought to ask, "What's workingrightnow?"

In reviewing Bobby's situation at high school, the teachers
and administrators whispered aboutall the thingsthat were bro
ken: broken home, learning disability, uncontrollable impulses.
Any normal person, analyzing Bobby's situation, would have
craved an intensive, complex solution to match the intensive,
complex problem. But no one, other than the counselor Mur
phy, thought to ask, "What's working right now?"

To pursue brightspots is to askthe question "What'swork
ing, and how can we do more of it?" Sounds simple, doesn't it?
Yet, in the real world, thisobvious question isalmost never asked.
Instead, the question we askis more problem focused: "What's
broken, and how do we fix it?'?

This problem-seeking mindset isashortcoming ofthe Rider
in each of us. Psychologists whohave studied this phenomenon—
our predilection for the negative—have reached some fascinat
ing conclusions. As an illustration ofwhat they've found, take a
lookat the following words taken from a"Learn English athome"
website. They reall words for emotions. We've excerpted the first
twenty-four of them from an alphabetical list. See if you notice
any patterns:

ANGRY DELIGHTED

ANNOYED DISAPPOINTED

APPALLED ECSTATIC

APPREHENSIVE EXCITED



46 DIRECT THE RIDER

ASHAMED EMOTIONAL

BEWILDERED ENVIOUS

BETRAYED EMBARRASSED

CONFUSED FURIOUS

CONFIDENT FRIGHTENED

CHEATED GREAT

CROSS HAPPY

DEPRESSED HORRIFIED

Those are 24 of the most common "emotion" words in En

glish, andonly6 ofthem are positive! In amoreexhaustive study,
a psychologist analyzed 558 emotionwords—every one that he
could find in the English language—and found that 62 percent
of them were negative versus 38 percent positive. That's a pretty
shockingdiscrepancy. According to an old urban legend, Eski
mos have 100 different words for snow. Well, it turns out that

negative emotions are our snow.

This negative focus is not confined to emotions. Across the
board, we seemwired to focus on the negative. A group of psy
chologists reviewed over twohundred articles andconcluded that,
for a wide range of human behavior and perception, a general
principle holds true: "Badis stronger than good."

ExhibitA: People who were shown photos of bad and good
events spentlonger viewing the badones.

Exhibit B:When people learn badstuff about someone else,
it s stickier than goodstuff.People paycloser attentionto the bad
stuff, reflect on it more, remember it longer, and weigh it more
heavily in assessing the person overall. This pattern is so robust
that researchers who study how we perceive one anotherhave a
label for it—"positive-negative asymmetry."

Exhibit C: A researcher reviewed seventeen studies about how

people interpret and explain events in theirlives—for example,
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how sports fans interpret sporting events orhowstudents describe
their days in their journals. Across multiple domains—work and
politics andsports and personal life—people were morelikely to
spontaneously bringup (and attempt to explain) negative events
than positive ones.

We couldpresent plentymoreexhibits, but for nowwe'll give
the study's authors the last (disappointed) wordon the subject:
"When webegan thisreview weanticipated finding some excep
tions that would demarcate the limits of the phenomenon ...
[but] we were unable to locate any significant spheres inwhich good
was consistently stronger than badn (emphasis added).

Bad is stronger than good. As Leslie Fiedler once said, lots of
novelists have achieved their fame by focusing onmarital problems,
but there's never been asuccessful novel about ahappy marriage.

9.

A particular strain of this"bad isstronger thangood" bias iscrit
ical whenit comes to tackling change. Let's call it aproblem focus.
To see it, consider thissituation: Your child comes home oneday
with her report card. She got oneA, four B's, and one E Where
will you spend yourtime as a parent?

This hypothetical comes from author Marcus Buckingham,
who says that nearly all parents will tend to fixate on the E It's
easy to empathize with them: Something seems broken—we should
fix it. Let's gether a tutor. Ormaybe she should bepunished—she's
grounded untilthatgrade recovers. It is the rare parent who would
say, instead, "Honey, you made an A' in this one class. You must
really have astrength in thissubject. Howcan webuildon that?"
(Buckingham has a fine series of books on making the most of
your strengths rather than obsessing aboutyourweaknesses.)

When the Rider sees that things are going well, he doesn't
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think much aboutthem. Butwhen things break, he snaps to at
tention and starts applying his problem-solving skills. So when
your kids are makingA's and B's, you don't think much about
theirgrades. ButwhentheymakeaD oranF, you spring into ac
tion. It's weirdwhen you think about, isn'tit?

What if the Riderhadamorepositive orientation? Imagine a
world in which you experienced a rush of gratitude every single
time you flipped a light switch and the room lit up. Imagine a
world in whichafter ahusband forgot hiswife's birthday, shegave
him abigkiss andsaid, "For thirteen of thelast fourteen years you
remembered my birthday! That's wonderful!"

This is not our world.

But in timesofchange, it needs to be. Our Riderhasa prob
lem focus when he needs asolutionfocus. If you are amanager, ask
yourself: "What is the ratio ofthe time I spendsolving problems
to the time I spend scaling successes?"

We need to switch from archaeological problem solving to
bright-spot evangelizing. There's no question that it's possible to
do. Take Jerry Sternin. He came into an environment riddled
with failure. The opportunities for analysis were endless. He
could havestayed in Vietnam for twenty years, writing position
papers on the malnutrition problem. Butwhathe knew was this:
Even in failure there is success.

An alcoholic goes anhourwithoutadrink. Threesales reps out
of fifty sell like crazy. A few Vietnamese mothers, with no more
money than anyothers, manage to raise healthy kids.

These flashes of success—these bright spots—can illuminate
the road map for action andspark thehopethatchange ispossible.
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1.

A doctor was asked to consider the medical records of a

67-year-old patient who had chronic hip pain from arthritis. In
the past, the patient hadbeen given drugs to treat his pain, but
they'd been ineffective, so the doctor was forced to consider a

moredrastic option: hip-replacement surgery, whichinvolves slic
ing open the thigh, wrenching the bone out of the socket, saw
ing off the arthritic end, and replacing it with an implant.
Recovery from hip-replacement surgery is longand painftd.

Then came anunexpected breakinthecase: A final checkwith
the patients pharmacy uncovered onemedication thathadn't been
tried. Now the doctor faced a dilemma: Should he prescribe the
untriedmedication, eventhoughothermedications had failed, or
should he goahead andrefer the patient for surgery?

This dilemma, based on real medical cases, was created by
physician Donald Redelmeier andpsychologist Eldar Shafir, who
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usedit to study the way doctors make decisions. When doctors
were presented with this case history, 47 percent of them chose
to try the medication, in hopes of saving the patient from going
under the knife.

In avariation on the dilemma, another group ofdoctors were
presented with almost exacdy the same setofcase facts—except
this time, the patient's pharmacy discovered twountried medica
tions. If you were the patient with the arthritic hip, you'd be
thrilled—certainly two nonsurgical options are better than one.
But when the doctors were presented with two medications, only
28 percent chose to tryeither one.

This doesn't make sense. The doctors were acting as though
havingmore medication options somehow made medication a
worse bet thansurgery. But if47 percent of doctors thoughtmed
ication A was preferable to surgery, the mereexistence ofasecond
medication shouldn't have tippedthem toward surgery.

What happened here is decision paralysis. Moreoptions,even
goodones, can freeze us andmakeus retreat to the default plan,
which in thiscase was apainful andinvasive hip-replacement sur
gery. This behavior clearly isnot.rational, but it is human.

Decisions are the Rider's turf, and because they require care
ful supervision and self-control, they tax the Rider's strength.
(Remember the radish/chocolate-chip cookie study from
Chapter 1.)The more choices the Rideris offered, the more ex
hausted the Ridergets. Have you ever noticed that shopping is a
lot moretiringthanotherkindsoflightactivity? Now you know
why—it's all those choices. This is important, because we en
counter excess choiceallaroundus. Considerthree real examples

ofdecision paralysis:
Scene 1: A gourmet food store. The store managers haveset

up a table where customers can sample imported jams for free.
One day, the table showcases 6 different jams. Another day,
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24 jams. As you'd expect, the 24-jam display attracts more cus
tomersto stop by for a sample—butwhen it comes time to buy,
theycan't makeadecision. Shoppers who saw only6 jams on dis
playare 10 times morelikelyto buy a jar of jam!

Scene 2:The office. The employees of a large company read
overtheir 401(k) materials, ready to start saving for retirement.
The human resources department has thoughtfully provided
many investmentoptions: domestic growth stock funds, domes
tic value stock funds, municipal bond funds, real estate invest
ment trusts, emerging market funds, developed market funds,
money market accounts, and more. Each category might have
several choices within it. (Really complete 401(k) plans might
offerdozens ofoptions.) The extra options backfire, however, be
cause forevery10 optionsoffered, the employees' rate of partic
ipationgoes down by2 percent. Decision paralysis deters people
from saving for their own retirement! And because many com
panies match employees' contributions, employees may also be
walkingaway from free money.

Scene 3:A local bar. It's speed-dating night. Singles meet a
series of other singles one-on-one, spending perhaps five min
utes with each person, in hopes of making a romantic connec
tion. But decision paralysis thwarts even Cupid. Young adults
who meet eight other singles make more "matches" than those
who meet twenty.

Bottom line: Decision paralysis disrupts medical decisions
and retail decisions and investment decisions and dating deci
sions. Let's go out on a limb and suggest that it might affectde
cisions in your job and life, too.

Think aboutthe sources ofdecision paralysis in yourorgani
zation. Every business must choose among attractive options.
Growing revenue quickly versus maximizing profitability. Mak
ing perfect products versus getting products to market faster.
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Being innovative andcreative versus optimizingefficiency. If you
fold together lots of those tensions, you create a surefire recipe
for paralysis. It took only two medications to fuzz the doctors'
brains. How many options do yourpeople have?

Think about your local school board. Every year, the prob
lems and solutions multiply. You can just imagine the mental
conversation: "Property tax revenue is falling, but the teachers
need a 3 percent cost-of-living raise, andwe can't forget about
extracurriculars (cutting themarching bandlast year was akiller),
but we must continue to invest in our new science magnet
school-—if it doesn't work, there willbe egg on our face—yet it's
ridiculous to consider anyof thisuntilwe fix our crumbling in
frastructure and address our overcrowded classrooms." For the

frazzled school board member, it suddenly looks a lot more
attractive to roll over last year's budgetwith a 1.5 percent increase
on everyline item.

As Barry Schwartz putsit in hisbook The Paradox ofChoice,
as we face more and more options, "we become overloaded.
Choiceno longer liberates, it debilitates. It might evenbe saidto
tyrannize."

2.

The status quo feels comfortable andsteady because much ofthe
choice hasbeensqueezed out.Youhave yourroutines, yourways
ofdoing things. For most ofyour day, the Rider is on autopilot.
But in times ofchange, autopilot doesn't work anymore, choices
suddenly proliferate, andautopilothabitsbecomeunfamiliar de
cisions. When youre on adiet, the habitual dailytrip for Nachos
Bell Grande is disqualified, and in its place is left a decision.
When you've got anew manager, thewayyou communicatestops
beingsecond nature andstarts beinga choice.
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Change brings new choices that create uncertainty. Lets be
clear: It's not onlyoptions thatyield decision paralysis—like pick
ingonedonut from 100flavors. Ambiguitydoes, too. In timesof
change, you may not know what options are available. And this
uncertainty leads to decision paralysis as surely as a table with 24
jams.

Ambiguity is exhausting to the Rider, because the Rider is
tugging on the reins of the Elephant, trying to direct the Ele
phantdown anew path. Butwhenthe road isuncertain, the Ele
phant will insist on taking the default path, the most familiar
path, just as the doctors did. Why? Because uncertainty makes
the Elephant anxious. (Think ofhow, in anunfamiliar place, you
gravitate toward afamiliar face.) And that's why decision paraly
sis can be deadly for change—because the mostfamiliar path is
always the status quo.

Manyleaders pride themselves on setting high-level direction:
ril set the vision andstay outof the details. It's true that a com
pelling visionis critical (as we'll see in the next chapter)* But it's
not enough. Big-picture, hands-offleadership isn't likelyto work
in a change situation, because the hardest part of change-—the
paralyzing part—is precisely in the details.

In Chapter 1,we explained why what lookslike resistance is
often a lack of clarify. The citizens of two West Virginia com
munities, unhealthy in their eating habits, underwent a major
change when a couple of professors coached them to buy 1%
milk. They didn't need a big-picture vision—no one needscon
vincing that "eating healthy" is an admirable goal. What they
needed was someone who could bring a noble goal within the
realm of everyday behavior, someone who could cut through the
bewildering array of potentially healthy choices and suggest a
good place to start.

Ambiguity is the enemy. Any successful change requires a
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translation ofambiguous goals into concrete behaviors. In short,
to make a switch, you needto script the critical moves.

3.

In 1995, Brazilian president Fernando Henrique Cardoso de
cided to privatize Brazil's railroads. He split the system into
seven different branches (shades of Ma Bell) and auctioned off

the rights to run them. Previous administrations had not in
vested much in the rail system, and at the time of the auction,
it wasa deteriorating mess. A study concluded that 50 percent
of the network's bridges neededrepair and 20 percentof them
were on the verge of collapse. The technologies used in Brazil
were far behind thosein otherdeveloped countries. In fact, the
rail systemwasstillusingtwenty locomotives powered by steam
engines.

A private firm, GP Investimentos Limited, decided to bid for
the branch known as the "southern line," which ran through
Brazil's three southernmost states. GPwas highbidder in the auc
tion in December 1996. Afteraninterimperiod ofmanagement,
the firm put one of its own executives, Alexandre Behring, in
charge ofthe company, whichwas later renamed AmericaLatina
Logistica (ALL). When Behring took charge, he was in his early
30s—just four years out ofbusiness school.

Behring didn't have much to work with. ALL had only 30
million Brazilian reals in cash on its balance sheet. At one of

Behring's first meetings, a mid-level manager beseeched him for
5 million reals to repair a single bridge. Though sympathetic,
Behring knew that fixing everything that was brokenwould re
quire hundreds of millions of reals. The needs were profound,
but he faced an unyielding constraint: ALL's depleted bank ac
count.
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The railroad purchased by GP was in chaos, and when
Behringand his team took charge, with new personnel and new
priorities, more chaos was whipped into the preexisting chaos.
The resulting decision paralysis should have been inescapable.
And it likelywouldhave beenifBehring hadn't madeclear exacdy
what needed to be done.

His top priority was to lift ALL out of its precarious, cash-
strapped financial state. To accomplish this, he and his 35-year-
old CFO, Duilio Calciolari, developed four rules to govern the
company's investments:

Rule 1: Moneywouldbeinvested onlyin projects
that would allow ALL to earn more revenue in the

short term.

Rule 2:The bestsolutionto any problemwasthe
one that would costthe least money up front—even
if it ended up costing more in thelong term, and even
if it was alower-quality solution.

Rule 3: Options thatwouldfix aproblem quickly
were preferred to slower options that would provide
superior long-term fixes.

Rule 4: Reusing or recycling existing materials
was better than acquiring new materials.

The four ruleswere clear: (1) Unblock revenue. (2) Minimize

up-frontcash. (3) Faster isbetter thanbest. (4) Use what you've
got. These rules, taken together, ensured that cash wouldn't be
consumed unless it was being used as bait for morecash. Spend
a little, make a little more.

This is what we mean by "scripting" the critical moves.
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Changebegins at the level ofindividual decisions and behaviors,
but that's ahard place to start because that's where the friction is.
Inertia anddecision paralysis will conspire to keep people doing
things the old way. To spark movementin a new direction, you
needto provide crystal-clear guidance. That's why scripting isim
portant—you've got to think about the specific behavior that
youcl want to see in a tough moment, whether the tough mo
ment takes place in a Brazilian railroad system or late at night in
your own snack-loaded pantry.

You can't script every move—that wouldbeliketryingto fore
see the seventeenth move in a chess game. It's the critical moves
that count. Recall that, inWestVirginia, the researchers decided
to focus theircampaign on milk because it was the source of the
most saturated fat in the average diet. The researchers didn'toffer
suggestions aboutbread or soda or butteror potato chips. They
scripted the critical move: Switch to 1% milk.

Similarly, Behring's four rules were focused on financial triage.
He didn't have the luxuryof long-term planning. He needed his
people to move, immediately, in a new direction, in hopes that
they could buy ALL enough time to make a fiiller transforma
tion; (Noticethat he didn't say awordaboutother important is
sues suchas employee morale ormarketing or R&D.) By staying
focused on the critical moves, he made it easier forhis people to
change direction.

In 1998, for instance, the companyhad to turn down busi
ness hauling grain because it didn't have enough locomotives.
While its competitors were negotiating for new locomotives,
ALL's engineers workedaround the clockrepairing old locomo
tives. (Faster is better than best. Minimize up-front cash.)

Also, ALL's engineers figured out away to boost the locomo
tives' fuel capacity so they couldoperate longer without refueling.
This reduced downtime, allowing more routes per locomotive,
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just as Southwest Airlines gets more flights per plane than its
competitors because of its quick turnarounds at the gate. (Un
block revenue.) Engineers also found acreative solution to the nag
ging problem of damaged tracks, which limited a train's speed.
Rather than purchasing new metalrails, which costUS$400 per
ton, they ripped up tracks at abandoned stations and installed
them on active routes. (Use whatyouvegot.)

Three years later, Behring's discipline was paying off. ALL's
performance improved from anet loss of80 millionreals in 1998
to a net profitof24 millionreals in 2000.

Knowing whatweknow about the Rider, it's no surprise that
Behring's strategy worked. Behring had scripted the moves that
helped his people make hard decisions. What tires out the
Rider—and puts change efforts atrisk—is ambiguity, andBehring
eliminated it. For every investment decision, hisrules suggested
the correct choice.

To see the power ofthis, let's return to the doctors andthe pa
tient with the arthritic hip. Imagine that the leaders of the hos
pital had scripted their critical moves, and that one of those
moveswas this: Use invasive options only asa last resort. Does any
one doubt that this guideline would have caused a bigshift in
the doctors' decisions?

4.

In the shaded area that follows, we present a feature thatwe call
a "Clinic." In each Clinic, we describe a real-world situation and

challenge you to think abouthowto apply the Switch framework
to create change. At theendof each Clinic, wegive ourownsug
gestions, but we encourage youto generate yourown game plan
before you look at ours. The Clinic is intended to be a kind of
pause button, a chance to step outside the text and think about
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how to applywhat you've read. We hope you find this a useful
wayto practice applying the framework. The Clinics are written
to be sidebars—ifyou prefer to plowthrough the prose uninter
rupted, you canreturnto them later.

h— CLINIC ——

Can You Get People to FileTheir Expense

Reports on Time?

SITUATION Barbara, thecontroller ofa consulting firm, isfuming againabout

expense reports. Why do people always turnthem inlate?The monthly duedate

was yesterday, and she's still missing 38 percent of the reports. Thatputs pres

sure on members of her team—especially on Maria, the "expense czar"—

because they'reexpected to close the company's monthly books ontimeandthe

expense reports area necessary input to theclose. Frustrated, Barbara startscom

posing a reminder e-mail, full ofunderlined words andexclamation points. (The

"nag"e-mail hasbecome a monthly tradition.) Why doesshehaveto "shout"be

forepeople dowhat they're supposed to? [This isa fictional situation that is in

spired bya truestory. Many truestories.]

WHAT'S THE SWITCH AND WHAT'S HOLDING IT BACK? The be

havior Barbara wants isclear: Employees need tofile theirexpense reports bythe

deadline. It's not obvious what the barrier is. Maybe the process is sufficiently

complicated that it paralyzes the Rider. Maybe the process isperfectly clear, but

the Elephant always finds things itwould rather bedoing. Ormaybe the report

ing systems aresoantiquated that thePath isonegiantspeed bump. Let's attack

on all three fronts.

HOW DO WE MAKE THE SWITCH?

• Direct the Rider. 1. Find the bright spots. Barbara should investigate,

herbright spots—the 62percent ofemployees whofile theirexpense reports on
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time every month. What are they doing differently? Maybe they've handcrafted

a set of techniques for logging expenses as theyoccur, so there'snot a bigpile

at theendofthe month. Once Barbara figures outthe bright spots'tricks, shecan

get themto sharetheirsystem with others. 2. Script the critical moves. It's

possible that partsofthe reporting process areconfusing enough to causedeci

sionparalysis. Maybe there'sambiguity abouthowto code particular expenses

or how to allocate certain costs between clients. Barbara should observe a few

laggards as theycomplete theirreports* Shewon't know howto script the criti

cal moves until she sees the confusion firsthand.

• Motivate the Elephant 1. Find the feeling. Nobody who misses an

expense-report deadline "feels" anything. Sure, Barbara chastises laggards via

e-mail, but afterthey've received the nagnoteforthe sixth consecutive month,

it loses its sting. Barbara needs to find something people can care about. Or

someone:After all, the company depends onpeople like Maria to close the books

every month, and they'll be heldaccountable if they blowthe deadline. So, in

essence, the goal is not to file the report; it's to do Maria a favor, oncea month.

It may be easyto rationalize missing an administrative deadline, but it's harder

to rationalize letting down a coworker who's counting on you.

• Shape the Path. 1.Tweak the environment. How easyare the expense-

report forms to fill out?The accounting department should be obsessive about

simplifying them, to the point ofpreloading people's names intheirreports and

distributing empty envelopes forloose receipts. Think Amazon's 1-Click ordering.

Every barrierthat's removed makes the Path clearer. 2. Rally the herd. Many

people may conclude, falsely, that everyone turnsinthe reports late, that lateness

isaccepted behavior. (Barbara's nagging e-mails may actually reinforce thisper

ception. Why would shesendthemunless lotsofpeople areslacking?) People are

sensitive to social norms, so Barbara's e-mail should highlight thefactthat almost

two-thirds of reports are turned inon time. No one likes to hearthat they'reun-

derperforming relative to their peers.
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5.

When Alexandre Behring setup four simple rules for ALL em
ployees to follow, they changed quickly. So did the West Vir
ginians who were urged to drink 1% milk. But why did these
changes need to be scripted? Wasn't it obvious to the West Vir
ginians that they should be drinking 1% milk instead ofwhole
milk?

Well, no, it wasn't. Not many people know that a glass
of whole milk has the same amount of saturated fat as five

bacon strips. That's not intuitive knowledge. Nor was it
intuitive for anyofBehring's employees atALL to decide, "Yep,
let's rip up old, abandoned tracks instead of purchasing new
ones." When you want someone to behave in a new way, ex
plain the "new way" clearly. Don't assume the new moves are
obvious.

To seewhy this is so important, consider a campaign that is
essentially the "antimatter" version ofthe 1%milk campaign—
a campaign that, whilewell intentioned, systematically ignores
or reverses every smart component of the 1% milk interven
tion. What would such an antimatter campaign look like?
It might look very much like the U.S. government's Food
Pyramid.

MyPyramid.gov
STEPS TO A HEALTHIER yOU
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The Food Pyramid, which specifies the types and quantities
of foodthat makeup ahealthydiet, isthe perfect example ofhow
notto change people's behavior. It's worth considering for a mo
ment, because what dooms the Pyramid could doom your efforts
to create change in your life, as well.

Let's startwith the pyramid shape. A pyramid signifies hier
archy, yet no hierarchy is evidentin the Food Pyramid. The first
version of it displayed rows of food, one rowon top ofthe next,
with grains at the bottom andoils at the top. Some people inter
preted this arrangement to mean thatoils were the most impor
tant food group. (Whoops.) The revised version, shown here,
abandoned that construct for vertical-ish streaks ofcolor intended

to eliminate any implied ranking. What this means is that the
pyramid structure itself has no meaning whatsoever. The Food
Pyramid might as wellbe a Food Rhombusor a Food Rooster.

Look at it again—its meaning is almost completely opaque.
What do the streaks mean? The onlymeaning thatcan begleaned
quickly comes from thestick figure dashing uptheside. The mean
ing is clear enough: "Youshould exercise." The answers to more
meaningful questions-—How much? How often? What kind?—
aren't as easy to infer, which of course adds more ambiguity.

To learn what the Food Pyramid has to say about food, you
must bewilling to decipher the Pyramid's markings. If youmake
the effort,you'll find that each streak of color represents aclass of
food. For instance, the yellow streak (the tiny one near the mid
dle) is"oils," andthe orange streak (on the far left) is"grains," If
you digevenfurther, you'll find thatwith every color streak comes
a recommendation. For instance, the USDA advises that adults

consumeabout 5 to 7 teaspoons ofoil each day.
Quick, howmany teaspoons of oil did you consume today?
Quick, how many"ounce equivalents" ofgrain did you have

today?
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Can you imagine anymessage thatwould be less effective in
changing people's eating behavior?Thelanguage and concepts here
are so hopelessly abstracted from people's actual experience with
food—which consists of things like buying groceries and ordering
hamburgers atrestaurants, not tabulating grain portions—that the
message confuses and demoralizes: I cant understand this stuff.

As an analogy, most ofushaveinternalized the ruleofthumb
to getthe oil in ourcars changed every 3 months or3,000 miles.
It's transparent and actionable, like the 1% milkcampaign. What
if, instead, the auto industrypublicized its version of the disas
trous Food Pyramid—say, a Gar Rainbow, where each color of

the rainbow represents a different diagnostic test. (Pink would
warn you not to let your engine oil exceed a certain "sludge
threshold.") Jiffy Lubewould be out ofbusiness in months.

OK, the Food Pyramid isalmost too easy to pick on. But the
lessons here are serious andpractical. If you are leading achange
effort, you need to remove the ambiguity from your vision of
change. Granted, this isasking alot. It means that you'll needto
understand how to script the critical moves, to translate aspira
tions into actions. It's not goodenoughto askyour team to "be
morecreative" or to "tighten up on the purse strings." That's like
telling the American public to "be healthier."

In a pioneering study oforganizational change, described in
the book The Critical Path to Corporate Renewal, researchers di
videdthe change efforts they'd studied into three groups: the most
successful (thetop third), the average (themiddlethird),andthe
least successful (the bottom third).They found that, across the
spectrum, almosteveryone set goals: 89 percent of the top third
and 86 percent of the bottom third. A typical goal might be to
improve inventory turns by 50 percent. But the more successful
change transformations were morelikelyto set behavioral goals:
89 percent of the top thirdversus only 33 percent of the bottom
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third. For instance, abehavioral goal might be that project teams
would meet once a week and each team would include at least

one representative ofevery functional area.
Until you canladder yourwaydown from a change ideato a

specific behavior, you're not ready to lead a switch. To create

movement, you've got to be specific andbe concrete. You've got
to emulate 1% milk and flee from the FoodPyramid.

6.

How far does this theory go? How much difference can specific
instructions make? Let's subject the idea to the toughest possible
test: Canyouchange child abusers byscripting some critical par
enting moves for them?

In 2004, a study was conducted of 110 parents who had
abused their children. Seventy-three percent of them had as
saulted their kids—hitting or punching them with their fists.
Twenty percent had engaged in even more violent assaults, re
sultingin brokenbonesor severe lacerations:

The parents tended to blame theirabusive behavior on their
kids. "They'll say, 'I hadto discipline my childthiswaybecause
he's sorotten andhewon't listen,'" said Beverly Funderburk, are
search professor at the University of Oklahoma's HealthSciences
Center. The parents believed that they'dgotten a"bad kid," or a
stubborn one, and thatviolence was theonlywaytheycould get
their kids to obey.

The mission of Funderburk's team was to change these par
ents, to stop their abuse. Ifyou think that soundsnaiveand even
hopeless, you're in goodcompany. That's also what Funderburk
worried aboutwhen she first began the work.

She practices what's called parent-child interaction therapy
(PCIT), which tries to disrupt the escalating cycles of coercion
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and frustration that characterize abusive situations. In the first

stepofPCIT, parents are given anassignment: "We want you to
playwith your child for five minutes a day. Here are the rules:
You're going to devote 100% of your attention to them, you're
not going to answer the phone, you are not goingto teach them
theirABCs.You're justgoing to enjoythem."The parents are in
credulous that five minuteswillaccomplish anything. "For good
ness' sake," said one parent, "I spendevery minute of everyday
on this child."

At first, these five-minute play periods take place in alabora
torysetting. The parent andchild sitin anemptyroomwith only
atable andchairs. Threeor four toysare put on the tabletop. The
parents are instructed to let the childlead the play session, and
they're forbidden to give commands, to criticize, evento askques
tions. Letting their child direct theaction isincredibly difficult for
them.

During the play session, a therapist watches the parents
through aone-way mirror andgives real-time coaching by means
ofan earpiece. Funderburk describes a typical interaction:

The parent andchildmightstart coloring, andthe par
ent tries to playalong by coloring on the child's paper.

The child objects. So we tell the parent, "Okay, get a

separate piece of paper andimitate what yourchild is
doing."

If the child is coloring a rainbow, the parent colors

a rainbow too, saying, "Pmcoloring a rainbow just like
you. You're usinggreen, I'm goingto use green."

And some kids, if they're particularly oppositional,

might reach over and grab the parent's green crayon
yelling, "I want that."And we teach the parents to say,

"Okay, I'dbehappy to share thatcrayon with you ... in
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fact let me put all the crayons over by you so you can

reach them all."

Or perhaps the parent says, "I'm going to colormy

rainbow with pink now." And the child says, "Pink is

ugly, don't do pink!" If the childhas been particularly

nastywe may just ask the parents to ignore the com
ment, but otherwise we coach the parents to agree with
their child, "You're right! Pink is not a good color for
the rainbow! I think I'll do red."

We try to get the parents to bendlike areed. What

ever the childisdoing, the parent offers no resistance, so
the childhas nothingto fight against.

An abusive parent typically finds the five-minute exercise ut
terly exhausting. (And you understand why—the parent's Rider
has to supervise every single moment.) Funderburk andhercol
leagues demand that the parents practice the same setofbehav
iors (called "child-directed interaction") every day, whether in the
lab or at home, so that the behaviors gradually become instinc
tive. The more instinctive a behavior becomes, the less self-

control from the Rider it requires, andthus the moresustainable
it becomes.

Parents are taught skills that feel unnatural at first. They are
taughtto look for opportunities to praise theirkids' behavior. ("I
like howhard you're working." "Good job. You're being verykind
to that doll.") They are taught to simply describe their child's
behavior, so that the child feels noticed. ("Oh, look, now you're
putting the car in the garage.")

Later in the program, after parents have become better at
having short positive interactions with their kids, they are
taught how to give commands so that their kids will Usten and
obey. They are taughtaveryspecific formula for a command—
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combining a command with a reason so the command doesn't
feel arbitrary. ("Johnny, it's almost time for the bus to come, so

please put your shoes on now.")
Funderburk and her team at the University of Oklahoma

studied 110parents who hadabused theirchildren. Halfofthem
were randomly assigned to take 12 sessions of PCIT, and the
otherhalfwere assigned to take 12 sessions of a form of anger-
management therapy, focused on helping them control their
emotions—the standard treatment for abusive parents. After the
therapy sessions concluded, the parents were tracked for 3 years.
Across 3 years, 60 percent of the anger-management-therapy
group committed another act of child abuse. In contrast, only20
percent of the PCIT parents re-offended.

PCIT did not eliminate the problem: One in five parents
abused hisorherkidsagain. But, from the perspective ofbehav
ior change, the results are staggering. Most of us believe in our
hearts that childabusers are irredeemably flawed. Who couldhit
a child other than someone who is disturbed in some basicway?

It simplyboggles the mind to think that the behavior of child
abusers couldbe altered by only twelve sessions of therapy con
centrating on suchsimple instructions.

Funderburk said, "In my experience, the physically abusive
parent has the same goals as a normal parent; it's theirmethod
andtheirideas that are wrong. They think thattheirchildiswoe
ful, because they told their 3-year-old to just playin the front
yard, and then he wandered off into the street. And they don't
understand that a 3-year-old might forget an instruction, or
might not have that kind of impulse control, so they think they
have to punish the child^&r his own good because he was disobe
dient and dangerous."

Earlier, we saidthat what looks like stubbornnessor opposi

tion may actually be alackofclarity. The PCIT intervention sug-
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gests thatchild abuse, too, maybepardy theresult of alack ofun
derstanding, alackofclear instruction orguidance on what to do.
This is not to excuse the parents' behavior, ofcourse. It is simply
to point out that simplescripting has power beyondwhat any of
uscouldhave predicted. Even child abusers become pliable in its
presence.

7.

In 1995, the same year Brazil's president Cardoso announced the
privatization of the railroads, agroup of highschool students in
Howard, South Dakota, started plotting a revival. They wanted
to do something, anything, that might revive their dying com
munity.

Howard and surrounding Miner County had been shrinking
for decades. Farm and industrial jobs had slowly dried up, and
nothing replaced them. The median price of houses in Howard
was only $26,500. The population was about 3,000andshrink
ing. The county had thehighest elderly population per capita in
South Dakota, and it also had the highest rate of youth out-
migration in South Dakota, meaning thatwhen young people
got old enough, they left anddidn't return.

"We'd been in decline for ninety years," said Randy Parry, a
longtime resident who taught a business class at the local high
school, coached thevarsity basketball team, andran anicecream
parlor on the side.

At Howard High School, thestudents hadjust finished read
ing a book about the death of rural communities in Iowa. The
students said, "That's us, it's just seventy years from now,"
according to Parry. "So in class theystarted asking, 'How could
we change this?'"

Imagine the decision paralysis in thissituation. Think ofhow
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many factors influence a town's health: its history, its demo
graphics, its location, its economic base, its weather, among
coundess others. The problem was simplytoo complex for any
one to solve. And it wasn't for lack of motivation—there wasn't

one person in Miner County who wouldn't have jumped at the
chance to helprejuvenate thecommunity. The Elephant herdwas
ready to move. But where? What cana few people do to restore
an entire county}

The students started investigating the situation, designing a
survey and distributing it to a sample of Miner County's 1,000
registered voters. One finding in particular disturbed them: They
discovered that half of the residents were shopping outside the
county, driving an hour to Sioux Falls to shopin larger stores.

If MinerCounty was going to be reborn, its economywould
needaboost. Mostofthe things thatwouldboostaneconomy—
investment, entrepreneurship, immigration—were out of the stu
dents' control. But they had uncovered one thing that wasvery
much in theircontrol: spending money locally. They had found
their first rallying cry: Let's keep Miner dollars in MinerCounty.

Parry urged thestudents to present their findings to the com
munity. The students accepted the challenge and began to put
together a presentation.

The students' newfound interest in revitalization dovetailed

with the efforts of others in the community. A group of other
MinerCounty citizens hadbeenhosting a series ofmeetings in
tended to getcountyresidents talking about the future. They held
five gatherings, some in the high school and some in people's
homes, and they inviteda cross section of residents: farmers and
businesspeople andministers andretirees. They challenged each
other: What canwe do to energize Miner County?

The issues raised were all over the map: Why does ourtown
look so shabby, with rusty cars on the street? Why shouldafarmer get
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a subsidy when a businessperson doesntget a subsidy? Why dontwe
have a more thriving Main Street? Many of the issues wereTBU,
unsolvable by the community. Many required investment, but
with a limited pool of tax dollars to draw from, it wasn't clear
where they'd find the money. But there were a few things they
knew they could take into their own hands.

A gas station ownerin the town of Fedora, population 150,
complained that residents years ago had cut down a lot of dis
eased trees—stumps were still littering the.area, making Fedora
lookrun-down andsad. The group of concerned citizens decided
to deal with the stumps in Fedora. OneSaturday, farmers carry
ing chain saws rode into Fedora on their tractors and loaders.

Other residents made sandwiches and cookies for the workers.

In asingle day, the group dugup four hundred stumps.
Kathy Callies, whowas heading upthekitchen crew thatday,

said it was amazing tosee fifty people, ages ranging from 5 to 95,
come together to do something for their community. Callies re
called thatby the endof the day, "People felt like, 'Lookatwhat
wedidin aday' And when you've dug up stumps together and
youstart to realize youhave shared ideas about whatyouwantthe
communityto be, then things start to happen." (Notice that the
log-clearing day had powerful Elephant and Path elements, as
well. The flush ofvictory—ofmaking adifference—gave theEle
phant strength to continue. And the strong support of the com
munitymade thePath feel less difficult. It's easier to make along
journey when you've gotaherd around you.)

The community began to rally around the movement.Callies
remembered the day that Phyllis, a civic-minded woman in her
80s, dropped by the office where the community boosters were
meeting. Phyllis announced, "I've been waiting for you to call
me. I thought if you needed my help, youwould call. But then I
realized that 'Oh, they're all too busyto call!' So here I am."On
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her refrigerator at home, Phyllis had posted a cross-stitch that
said "Screw the Golden Years."

When the highschool students were ready to unveil theirrec
ommendations, eighty-five residents gathered in the highschool
gym to hear the presentation. Among them were the top leaders
of the towns in Miner County: the schoolboards, the city coun

cils, and the county commissioners.

The crowd listened attentively to the high school students.
Parry said, "Youcouldhear apin drop.... People said, 1 can't say
no because I want to makethisaplace where thesekids cancome
home someday.' Because the otheroption iswe sithereandkeep
watching things decline, so pretty soon all thatwillbe left is the
dust."

The students hadprepared animpressive array of spreadsheets
and charts and graphs. But they'd also simplified the complex
data into one simple, surprising fact: They'd calculated that if
Howard residents spent just 10 percent moreof their disposable
income at home, they would boost the local economy by $7
million.

The audience was impressed, and the presentation worked
betterthan anyone expected. The students had scripted the first
critical move forMiner County, and the locals respondedimme
diately, consciously spending moreoftheirmoney in the county.
A year later, South Dakota's Department of Revenue released an
astonishing number: The amount of money spent in Miner
County had increased by $15.6 million, morethan twicethe in
crease the kids had expected.

The change began to snowball. Suddenly, because the county
was collecting moretaxes, moneywas available to fund the other
proposals the local groups had considered. And in the years fol
lowing the students' presentation, the taxreceipts kept climbing,
which enabled the community to tackle even more ambitious
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problems. Later, Howard andMiner County received $6 million
in grants from various foundations to fuel the transformation.
Randy Parry left his teaching job and became a full-time
revitalizer-in-chief. The town of Howard became the host to

twenty-first-century businesses suchas an organic beef producer
and awind-turbine repair shop.

"It allstarted small," said Parry. "It's likewhen I took overthe
basketball team atthehigh school. Theywere just coming off of
alosing season and youcouldn't get people to come intothegym.
But then youstart to win anda few people come, andthen more
people come. And thenwestarted winning alot." To date, Parry
has discussed therebirth ofMiner County withcommunity lead
ers from thirty-three different states.

8.

A railroad and aSouth Dakota small town. Both crumbling. Both
with a dense thicketof problems andno real resources to use in
untangling them. Ineach situation, an unlikely leader emerged—
ayoung man fresh out of business school and ahigh school bas
ketball coach. Andbothsucceeded by formulating solutions that
were strikingly smaller thanthe problems theywere intended to
solve. (We've seen this asymmetry before, in the stories of Jerry
Sternin in Vietnam andBobbythe troubled teenager.)

The challenges facing Miner County were bigand sprawling:
the decline of anindustrial base, the aging of a population. The
citizens understood these challenges well, but theknowledge was
TBU—true but useless. It was paralyzing knowledge.

To theRider, abigproblem calls for abigsolution. Butif-you
seek out a solution that's as complex as the problem, you'll get
the Food Pyramid and nothing will change. (The Rider will just
spin his wheels trying to make sense of it.) The Rider has to be
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jarred out of introspection, outof analysis. Heneeds ascript that
explains how to act, and that's why the successes we've seenhave
involved suchcrisp direction. Buy 1% milk. Dontspend cash un
less it makes cash. Shop a little more inMiner County.

We all hear a lot of "common sense" wisdom about change:
People don't liketo change; people resist change; people are setin
theirways; people are stubborn. But here we've seen something
else entirely: railroads made profitable, towns reborn, diets
changed, andchildabusers reformed.

Claritydissolves resistance.



Point to the Destination

1.

Crystal Jones joinedTeach For America in2003. She was assigned
to teach the first-grade class at anelementary school in Adanta,
Georgia. The school had no kindergarten, so for many of the
kids, Jones would be their first teacher.

At thebeginning of theyear, theskill gaps among her students
were daunting. She said, "I hadtwoorthree students who could
recognize kindergarten sight words, and I also had some that
couldn't evenhold theirpencils. The ones who hadnever beento
school—their basic behavior wasn't where it needed to be for them

to be in the classroom. I had students that, ofcourse, didn't know

their alphabet or their numbers.... They were all on different
levels, and no one was really where they needed to be for first
grade."

Jones felt confident that she could elevate the kids' abilities.

She could create great lesson plans and activities (she could script
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the critical moves). But to whatend? Howdo you showaroom-
fid of first graders where they're headed andwhy going there is
worth the effort—in terms they can understand?

Well, here's 3 way not to do that, from another Teach
For America teacher, who reported her goals for the year as
follows:

With respect to reading for the school year, I adminis
tered three diagnostics: CWT, Assessment of Compre
hension, andMonster Test. Using the CWT, I identified

my classes' average as grade level 1.5 in September. My

goal isto increase my students' word identification soas
to ensure a class average of 3.0.Upon analyzing the re
sults of the Assessment of Comprehension, I identified

my classes' average as a41%in September. My goal isto

increase my students' comprehension so as to ensure a

class average of 80%. Using the Monster Test, I identi
fied my classes' average score as Semiphonetic/Phonetic.
My goal isto increase my students' phonics andspelling

skills to Transitional.

That ambitious and specific setofgoals was probably quite use
ful to the teacher in her planning. But it obviously won'tbe use-
fid in lighting a fire in the hearts of first graders.

Crystal Jones, in contrast, knew that if shewanted to moti
vatethe kids, shehad to speak their language. At the beginning
of the school year, she announced a goal for her class that she
knew would captivate every student: By the end of this school
year, you're going to be thirdgraders. (Not literally, of course,
but in the sense that they would be at third-grade skill levels.)

That goal was tailor-made for the first-grade psyche. First
graders know verywell what third graders look like—they are
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bigger, smarter, and cooler. You know the feeling you getwhen
you're admiring the grace and power of an Olympic athlete?

That's the feeling first graders getaboutthird graders.
Jones chose the goal carefully. She knew exactlywhat the

third-grade standards in Georgia required, and sheknew where
herkidswere starting. Shegenuinely thoughtshecouldclose the

gap-

One ofher first efforts was to cultivate a culture of learning
in herclassroom, calling herstudents "scholars" andasking them
to address one another thatway. When people visited her class
room, she introduced her class as a group of scholars and asked
them to define the term for the guest. They would shout, "A
scholar is someone who lives to learn and is good at it." The
scholars were encouraged to go homeand share whattheylearned
with their families.

One day, a scholar was called out of the classroom for ad
ministrative reasons, and some of the others in the room started

groaning. In most classrooms it would have been a groan of
jealousy—Get me outofhere, too. Jones realized, to her surprise,
thatit was agroan of pity—Thatkidisgoing to miss some "scholar
work. "At that moment, Jones said, "I knew I had them."

Byspringtime, thekids' testscores had reached second-grade
level. SoJones threw a graduation ceremony right before spring
break. For the rest of the year, the kidstook great pleasure in re
ferring to themselves as "second graders." And by the end of the
year, over 90 percent ofthe kidswere reading atorabove athird-
grade level.

These were some of the same kids who, nine months earlier,

didn'tknow the alphabet.
Crystal Jones's challenge is reminiscent ofwhat Jim Collins

andJerry Porras, in Built toLast, their great studyof long-lived
business organizations, memorably called aBHAG: aBig, Hairy,
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Audacious Goal. HenryFord's BHAG early in the twentiethcen
tury was to "democratize the automobile"; Wal-Mart, in 1990,
set the goal ofquadrupling in size to bea $125 billioncompany
by the year 2000. Collins and Porras defined a BHAG as "an
audacious 10-to-30-year goal to progress towards an envisioned
future," and their research showed that settingthesebig, moti
vatinggoals was a practice that distinguished lasting companies
from less successfid ones.

In creating change, though, we're interested in goals that are
closer athand—thekindsofthings that canbe tackled by parents
ormiddlemanagers orsocial activists. We wantagoal thatcanbe
tackled in months or years, not decades.

We want whatwe might call a destination postcard—a vivid
picture from the near-term fixture thatshows whatcouldbe pos
sible. That's the missing piece of what we've discussed so far.
We've seen the importance of pursuing bright spots, and we've
discussed ways of instructing the Rider how to behave, but we
haven't answered averybasic question: Where are we headed in
the end? What's the destination?

Crystal Jones provided a great destination postcard: You 11 be
third graders soon! Notice that the goal she set for her students
didn't only direct the Rider; it also motivated the Elephant. It
was inspirational. It tapped into feeling. Collins andPorras knew
that goals should have an emotional component—a BHAG
shouldn't just be big and compelling; it should "hit you in the
gut." To a first grader, becoming athirdgrader in ninemonths is
a gut-smacking goal.

2.

Women with breast cancer flew to SanFrancisco to be treatedby
Laura Esserman, asurgeon andan associate.professor ofsurgery
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at the UniversityofCalifornia at SanFrancisco (UCSF). Patients
loved Esserman for her warmth and empathy. She gave out her
personal cell phone number to her patients, and she sometimes
sang patients to sleep in the operating room as their anesthesia
took effect.

Esserman's human touch was in sharp contrast to the usual
treatment afforded women diagnosed with breast cancer. As if
thediagnosis itselfweren't frightening enough, women were often
bounced around from place to place during the treatment cycle,
adding stress. In a typical progression, described by a Stanford
case study, awoman first notices alump on her breast during a
monthly self-exam. Anxious, she calls a doctor and waits a few
days (or weeks) for an appointment. The doctor confirms that
the lump should be examined, so the patient is referred to a ra
diologist at another facility to get a mammogram. Getting the
results of the scan takes another agonizing few days.

The mammogram shows something suspicious, so she is re
ferred to a surgeon, who meets her and again verifies that the
lumpis present. Unfortunately, themammogram images didn't
arrive at the surgeon's office before the visit, so there's another
delay while radiology is contacted. The surgeon conducts a
biopsy, which is sent to the pathology department to determine
whetherthe growth contains cancerous cells. The woman is sent
home to wait by the phone for the answer.

If cancer isdetected, she undergoes surgery, andthenthesur
geon refers her to a radiation therapist for radiation treatment
and to a medical oncologist for chemotherapy. Radiation and-
chemotherapy are conducted at different sites with different
booking procedures and delays. In an attempt to smooth the
process, a patient might have to collect her own records, films,
and pathology slides and carry them around herself, sometimes
even withinthesame hospital. The sequence mighttake weeks to
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unfold, andall while thewoman iswondering, AmIgoing tolive
through this?

This anxiety-filled process appalled Laura Esserman, and she
had a vision of how it could be different. What if there were a

breast care clinic where a woman worried about a lump in her
breast couldwalkin at the beginning of the dayandwalkout at
the end ofthe daywith ananswer—either knowingthat the lump
was no problem, or if it was a problem, having a treatment plan
already in hand?

The main barrier to this vision was the lack of coordination

amongmedical departments. If they could be integrated more
tighdy, thenweeks of agonizing waiting could beeliminated, the
patient wouldnot have to leave the building, andthe experience
would be designed around the patient's needs, not the depart
ments'.That was Esserman's destination postcard, and it wasan
admirable one.

But as anassociate professor atalarge university medical cen
ter, Esserman was far down the totem pole, with fewresources at
herdisposal. Even if she could start abreast care clinic, she would
never be able to hire or fire the people who might work for it,
andshecouldn't evensettheirsalaries. The medical departments,
suchas radiology andpathology, controlled the purse strings and
the resources. The two most commonly useddescriptions of the
medical school at UCSF were "bureaucratic" and "political."
"The departments have money, and the departments have turf,
andyoucan't bring themtogether," said Meredithe Mendelsohn,
who became Esserman's chief administrative director.

Esserman said, "The radiation oncologists reportto radiation
oncology. The surgeons report to the School of Medicine. The
medical oncologists report to medical oncology. The nurses and
staff report to the medical center. The psychologists and social
workers report someplace else. So it's anorganizational challenge



Point to the Destination 79

to make people feel like they belong to something." Because
Esserman wielded so litde institutional power, her bestassets for
creatingchangewere her own tenacityand her ability to sell a
vision ofwhat breast cancer care could be.

Esserman and Mendelsohn started small. They set up the
Breast Care Center to operate for four hours one day per week.
Theycajoled the medical departments to startworking together
in moreintegrated ways. It tookpractice, and it tookpersistence.
"Radiology, which does the mammographies, works likea train
station," says Mendelsohn. "If your appointment's at 12:15,
you're seen at 12:15 and thats howtheyoperate." ButEsserman's
goal was to buildtreatment around thepatients' needs, and those
needs weren't always predictable enough to conform to radiol
ogy's schedule. Esserman worked with the radiologists to figure
out how to create some flexibility in their traditionally rigid
processes.

"We couldn't take up too much of radiology's time," said
Mendelsohn, so they figured out how to improvise. "Dr. Esser
manwould see thepatient in themorning, andshewas theonly
doctor thatwould do it—she was theguinea pig—and thenshe
would send them off, say 'Go have lunch. Go shopping. Come
back at 1:00.' And during lunch time she would go to radiology,
where she and the radiologist would sit and look through all of
the images and decide whatneeded to happen next."

Forthefirst year, theCenter stuck withtheone-day-per-week
model. Then, oncethe workwas going smoothly, Esserman ex
panded to two days perweek. More surgeons started to get in
volved, and then nurses, and counselors, andsupport staff, and
the snowball began.

Eventually, the Breast Care Center achieved enough success
that it was offered an entire floor in a new cancer center being
constructed by UCSF. "Where's radiology?" asked Esserman
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whenshe saw the layout. The cancer center master plan assumed
that the radiology department wouldremain in its oldbuilding.
But that would have made Esserman's "everything under one
roof"vision impossible. Soshe agreed to give up one-third ofthe
Breast Care Center's space to make room for a mammography
unit on the same floor. (Onlookers were shocked—academic de

partments usually fought hard to secure space, andEsserman was
giving up someofhers!)

Now Esserman had two powerful assets: a proper home for
the Centerand a staffwho increasingly embraced hervision for
a new kind of care. Patients flocked to the Breast Cancer Cen

ter. From 1997to 2003, the numberofpatients seenpermonth
skyrocketed from 175 to 1,300. In time, the Center became a
major source of revenue for UCSF and a recognized national
leader in breast cancer care and research. The Center evolved to

be the place that Esserman described in her destination post
card.

Here's how Esserman describes the way the patient's experi

ence looks today:

When apatient comes into the Breast Care Center, I can

walk around the corner and look at her films that day.

While she's in the room,we cando abiopsyand get the

diagnosis in five minutes. We have a gynecologist on
staff that specializes in fertility issues for women with

breast cancer, and I have a psychologist and genetic

counselor on staff that is one ofthe nurse practitioners.

The patient stays in the same place and doesn't need to

go anywhere.

The Breast Care Center also has arelaxing healing garden and
a caft that serves coffee. The boutique sells not only the usual
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flowers and gifts but also wigs and scarves for patients undergo
ing chemo.

"For the first time," said Esserman, "weput the woman at the
center."

3.

When you describe a compelling destination, you're helping to
correct one ofthe Rider's great weaknesses—the tendency to get
lostin analysis. Our first instinct, in mostchange situations, isto
offer up data to people's Riders: Here's why we needto change. Here
are the tables andgraphs andcharts thatprove it.The Rider loves
this. He'll start poring over thedata, analyzing it and poking holes
in it, and he'llbe inclined to debate with you about the conclu
sions you've drawn. To the Rider, the "analyzing" phase is often
more satisfying than the"doing" phase, and that's dangerous for
your switch.

Notice whathappens, though, whenyou point to an attrac
tive destination: The Rider starts applying his strengths to figur
ing out how togetthere. For instance, after Esserman announced
her "under one roof" vision, her team could start thinking
through theimplications of that: Let's see, we'll neverpullthat off
unless we have access to radiology, so we'll need to give up square
footage to them...

You have a choice about how to use the Rider's energy: By
default, he'll obsess aboutwhich way to move, or whether it's
necessary to move at all. But you can redirect that energy to
helping you navigate toward the destination. For that to hap
pen, you need a gut-smacking goal, one that appeals to both
Rider and Elephant.Think of Esserman's "under one rooP vi
sionor ofCrystal Jones's challenge to her kids to becomethird
graders.
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Goals in most organizations, however, lack emotional reso
nance. Instead, SMART goals—goals that are Specific, Measur
able, Actionable, Relevant, andTimely—have becomethe norm.
A typical SMART goal might be "My marketing campaign will
generate 4,500 qualified sales leads for the sales group by the end
ofQ3'09."

The specificity of SMART goals is a great cure for the worst
sins ofgoal setting—ambiguity andirrelevance ("Weare going to
delight our customers every day in every way!"). But SMART
goals are better for steady-state situations than for change situa
tions, because the assumptions undedying them are thatthe goals
are worthwhile. If you accept that generating 4,500 leads for the
sales force isagreat use of your time,the SMART goal willbeef
fective. But if a new boss, pushing a new direction, assigns you
the 4,500-leads goal even though you've never handled lead
generation before, then there might be trouble. SMART goals
presume the emotion; they don't generate it.

In looking for agoal thatreaches theElephant—that hitspeo
ple in thegut—you can't batik on SMARTgoals. (There are some
people whose hearts are setaflutter by goals suchas "improving
the liquidity ratio by 30 percent over the next 18 months."
They're called accountants.) In the 1980s, a major study ofcor
porate change efforts found that financial goals inspired success-
ftd change less well than did more emotional goals, such as the
goal to provide better service to customers or to makemoreuse-
fid products. According to the researchers, "Effective visions ex
pressed values that allow employees to identify with the
organization . One manager ataglass company suggested, 'it's
hard to get excited about 15%return on equity.'"

Destination postcards dodouble duty: They showthe Rider
where you're headed, and they showthe Elephant why the jour
ney isworthwhile.
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CLINIC

How Can You Get Corporations to Avoid

Short-Term Thinking?

SITUATION Judy Samuelson heads a policy think tankwithin theAspen Insti

tute called the Business andSociety Program. It's committed to fighting "short-

termism" in the business world. Samuelson points out that it's hard to solve

global problems (global warming, poverty, energy needs) without thehelp ofthe

businesssector.Afterall,some businesses havemoreresources than entire coun

tries. But businesses with a short-term focus can't afford to tackle long-term

problems. Samuelson recounts a conversation with theCEO ofa huge financial

services firm. He tells herthathewould like to beinvolved with thebig issues of

theday, buthepoints tothe90-day calendar posted onhis wall andadmits, "This

ismy reality." Translation: The public markets areforcing him toadopt a quarter-

by-quarter focus. How can Samuelson—-the leader ofa small nonprofit—possibly

influence such massive forces? How can shefight "short-termism"? [This isan

actual situation, ongoing asof2009. We'll discuss some ofSamuelson's strategy

along with some ofourown thinking.]

WHAT'S THE SWITCH AND WHAT'S HOLDING IT BACK? We want

executives to act with a longer-term mindset. So what's stopping them? First,

there's a big Rider problem here. We hope your radar went offwhen you read

the phrase "short-termism." It's useful as a one-word summary ofthe prob

lems thatSamuelson isfighting, butto provoke change, we've gotto script the

critical moves. (A "long-term mindset" isn'ta behavior.) Second, there's a Path

problem: The culture ofthe stock market encourages short-term thinking. In

terestingly, the Elephant probably isn'tthevillain here. Most execs would prob

ably prefer, all things being equal, to have a longer-term focus. That means

motivation probably isn't our obstacle. Finally, let's be realistic: Samuelson is

seeking a massive change. We can't expect to generate a magic-bullet solu

tion. But big changes canstartwith small steps. How canweimprove Samuel-

son's odds?
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HOW DO WE MAKE THE SWITCH?

• Direct the Rider. 1. Script the criticalmoves. Samuelson finds a wayto

translate herbig-picture goalinto specific behaviors. One insight: Let's convince

executives to stopgiving quarterly earnings guidance. Backstory: Investors know

the bizarre Kabuki danceof earnings guidance, but other peoplemaynot. Each

quarter, a public company "sets expectations" forthe earnings pershare it will

deliver in itsnextquarterly financial report. Then, when the company files its re

port, a miracle occurs: The company announces that it beat the expectations by

a penny pershare! Oh, glory! The markets find thislittle gameinspiring, butnone

ofit isrequired bylaw. Acompany could simply file itsquarterly financial reports

without anyadvance expectation-setting. In other words, Samuelson haslocated

a specific behavior that's within the control of the executive. The expectations

dance isthe perfect symbol ofshort-term thinking. 2. Pointto the destination.

Samuelson should sell the vision here. How will life be different forthe progres

sive CEO whorids himself ofthe burden* ofmanaging to the quarterratherthan

to the long term? What's the destination postcard?

• Motivate the Elephant 1.Shrinkthe change. Note that byfocusing on

quarterly earnings guidance, Samuelson shrinks the change. It'san attainable

first stepon the road to long-term thinking. 2.Appeal to identity.Samuelson

should play upthe factthat the CEOs ofsome well-respected companies—GE,

Microsoft, Coca-Cola, Google, and others—have already madethis change. If

otherCEOs wantto act like "forward-thinking CEOs," this isthe step theyneed

to take.

• Shape the Path. 1. Build a habit. Remember thestoryofDonald Berwick

andthe campaign to save100,000 lives? Berwick made it easyforhospitals to

join the campaign. They simply submitted the hospital CEO's signature ona one-

pageform. Atthat point, Berwick's teamswooped into help the hospital build

the new habits. What ifSamuelson could make it that easy to joina "No Earn

ings Guidance" campaign? Her teamshould offer a simple checklist ofthings to
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address (including legal, PR, andoperational issues) andsupport the companies

as theychange. 2. Rally the herd. Some CEOs are reluctant to discontinue earn

ings guidance.They worry that investors will think it'sa signal that the company

is in troubleand will hurry to sell offtheir stock. Samuelson could helpCEOs

counterthis perception byorganizing a "Drop the Guidance" day on a certain

date.That way, the timing oftheannouncement would be lessconspicuous.Also,

by linking together business leaders whoare intrigued bythe idea, Samuelson

could encourage a bandwagon effect. As we'll see later, behavior iscontagious.

4.

Destination postcards—pictures of a future that hard work can
make possible—can be incredibly inspiring. The first graders
dreamed ofbeing thirdgraders. Laura Esserman's team imagined
a new kind of breast care clinic that would cater to the needs of

the patient.
Butwhat if your teamisn't inspired?
What if, in fact, members of your team are secredy or not-

so-secretly resistant to thevision ofthe future you've articulated?
Thisintroduces a new enemy: rationalization. For instance, surely
we've all made a New Year's resolution to "Be healthier." We con

jure up a mentalimage of our futureselves—-fit and svelte—and
we likewhat we see. But, deep inside us, the commitment isn't
there. A few days after January 1,wegethungry, andwesee that
gorgeous bagof Cheetos in the pantry.

There's no question what the Elephant wants: a bigmouth
fulof Gheetoian goodness. Andwhen theElephant wants some
thing badly, the Rider canbe trusted to goalong—what choice
does he have?—and he mayactually begin to formulate rational
izations to excuse the breach. Well, we dideat that salad last Thurs

day. AndforPete's sake, we bought 1%milk at thegrocery store! We
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don't want togo overboardon this diet. AfewCheetos isa reasonable
rewardforgood behavior. And presto! We eat the Cheetos! Even
more impressive than that, we'll still be convinced, in our heart
ofhearts, that we're beinghealthier.

A big-picture goal like"Behealthier" isnecessarily imprecise,
and that ambiguity creates wiggle room for the Elephant. It
makes it easy to rationalize failure. One response to this dilemma
isto setsuper-prescriptive goals. Your firm mightannounce, "We
will boost revenue by 14.2 percent this year." Certainly, that's
much better than just urging employees to do their best. But al
though numbers themselves are wiggle-proof, the waywe deal
with numbers isn't. For instance, ifyour firm achieved a 12.3per
cent increase in revenue, do you really think anyone would get
fired? Or isit more likely thatacompelling rationalization would
smooth over the discrepancy? Team, in this economic climate, we
should consider 12.3percent a huge victory!

The danger ispresent in ourpersonal lives, too. Imagine that,
in hopes of reining in your alcohol consumption, you seta goal
ofdrinking no more than oneglass of wineper night. Well, let's
face it, there will come a night when your Elephant is going to
crave more than one, andthat's when the boundaries are goingto
get fuzzy. You'll "honor" your one-glass rule—by filling your glass
all the way to the brim. Or you'll mentally trade an extra drink
now for a zero-drink night in the (speculative) future. We're all
loophole-exploiting lawyers when it comes to our own self-
control.

If you're worried about the possibility of rationalization at
home or at work, you need to squeeze out the ambiguity from
your goal. You need a black-and-white (B&W) goal. A B&W
goal is an all-or-nothing goal, and it's useful in timeswhen you
worryabout backsliding. Maybe your B&W goal for your alco
hol consumption could be "No wine ever." No wiggle room
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there. And what if we changed ourNew Year's resolution from
"Be healthier" to "Gym every day" or even"No more Cheetos"?
Those goals leave nowhere to hide. Either you've got damning
orange Cheeto dust on your fingers or you don't.

Note that B&W goals—"No more Cheetos," "No wine
ever"—are not inspiring atall. They're 100percent restrictive. Fur
thermore, theyare scripting critical behaviors rather thanpainting
a picture ofadestination. Is it possible to combinethe emotional
power ofadestination postcard withtherationalization-squashing
strength ofa B&W goal? Yes, andto see how, consider the case of
British Petroleum (BP), In 1991, BP announced aB&W goal that
shocked its employees who hadspentyears in the oil industry. It
was themultibillion-dollar equivalent of "No more Cheetos."

5.

For most ofthe twentiethcentury, oilexplorers hadtrustedtheir
gut,which worked out well, because their gutwas pretty smart
and oil reserves were largely untapped. In the 1960s, Jim
Vanderby, oneof thegreat BP explorers, went to Egypt. The first
four or five holes he drilled there were dry. His superiors at BP
sent him atelegram and toldhimto stop trying. Hedidn't getthe
telegram, or so he claimed. Regardless, he drilled again, and on
his next try in the Gulf of Suez, he tapped into the world's first
multibillion-barrel oil field.

BP's good fortune continued in the 1960s and 1970s, with
hugediscoveries suchas Prudhoe Bayin Alaska (1968) andMon
trose in the North Sea (1971), among others. Toward the late
eighties, though, themega-hits slowed down. "Whatwas chang
ing was that fields were getting moredifficult to find," said Pete
Callagher, asenior leader atAmoco, which merged with BPin the
late 1990s. "The older fields were huge, visible on 2-D seismic
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technology. Targets became smaller andmoredifficult to see. So
the skill sets changed."

As the landscape changed, BP's strategy evolved. In 1989, its
leaders locked onto the exploration doctrine that would guide
them for thenextfifteen years. Theywould focus onlyon big fields
andstopcompeting for the smaller ones, thereby avoiding com
petitionwith hundreds ofsmaller competitors. They also decided
to attack costs. At that time, BP was considered by many to be

theworld's mosteffective exploration company. Even so,BP's lead
ers believed it was spending far too much on exploration. They
committed to slash exploration costs from $5 per barrel to $1.
People inside the companythought this goal was outrageous.

To reduce costs so drastically, BP needed to minimize the
number of "dry holes" it drilled. The historical success rate for
drilling a new wellwas roughly 1 out of 8. BP's rate was much
better: 1out of5.To cut exploration costs from $5 to $1 perbar
rel, though, it would have to go from "good" performance to un
precedented performance. (Some said impossible performance.)

Researchers atBPbegan to investigate past explorations. One
thing they studied was whether explorers were goodat predicting
the success of their wells. They reviewed wells that had been
drilled overa 10-year period and found that, on average, explor
ers' predictions were extraordinarily accurate. Their average pre
dictionwas thatawellhada20 percent chance ofhitting,andon
average, 20 percent ofwells actually hit.

But the averages concealed some fascinating biases. For in
stance, when the explorers gave thewella20 to 70 percent prob
abilityofhitting, theirpredictions were prettyaccurate. But when
the explorers predicted a greater than75 percent chance of suc
cess, the wells hit nearly all the time. Also, wells that had been
given a 10 percent chance of success actually had more like a 1
percent chance. So the explorers' instincts about the wells were
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correct—they knew the good ones from the badones. But there
was information, especially for high- and low-probability wells,
that they weren't using.

Traditionally, theexplorers hadbeen salesmen for theirwells,
pressing top management for the green light to drill. In the
1980s, they had learned that the wayto sell management wasto
usethe toolsofriskeconomics—in particular, the conceptofex
pected value.

Expected-value calculations are bulletproof in situations
where the risks and returns are well understood. If I flip a coin,
you can feel confidentthat you have a 50 percent probability of
winning. But what are the oddsofhitting a gusher? And if you
hit one,what's the payoff? Thoseare subjective estimates. When
you feed subjective estimates into anexpected-value calculation,
a precise number pops out, giving the illusion of scientific cer
tainty. ("Our expected value for thiswell is $112.8 million. Its a
no-brainer—let's drill it.")

It didn't go unnoticed among explorers that if they really
wantedto drill awell, they could simplytinkeraround with the
math in a spreadsheet. If they jacked up the hit rate or the pay
off, theexpected value obediendy inflated. (This tinkering prob
ably wasn't malicious or even conscious. Remember, when the

Elephant really wants something, the Rider can be trusted to find
rationalizations for it.)

More subtly, the use of expected value made people think
about drilling as anumbers game. AsJimFarnsworth, atop leader
in BP's exploration unit, said, "Explorers think in terms of risk
probabilities. People get so caught up in the numbers that they
think, 'Well, ifwe drill ten ofthese l-in-10 wells, we'll hit at least

oneofthem andwe'll all makealot of money. But when you do
the analysis, you realize that something that is 1 in 10 never
works, so its a false sense of statistical clarity."
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The odds-playing gave everyone afalse sense of comfort. Hey,
ifwe drill some dry holes, one ofthe other holes willhitand make up
for it. Explorers were like venture capitalists, hoping for aneBay
oraGoogle to bail themout of anotherwise lousy portfolio.

If youwere anexecutive atBP, hoping to cut yourexploration
costs by 80 percent, your first missionwould be to remove this
false sense of comfort. The ambiguity in the goal is allowing
rationalization to creep in. Sohow couldyou change yourteam's
behavior sothat every single drilling operation is takenseriously?
How could you leave your team's Riders with nowhere to hide?

Consider the alternatives for yournew strategic rallying cry:
"We'll double our strikes!" "No more dumb holes!" "Let's maxi

mizeexpected value!" Someofthem soundpromising, but notice
the fudge room in all ofthem. "No moredumb holes" would be
easy for anycompetent Rider to dodge. Would anyself-respecting
explorer think hewas drilling adumb hole? "Doublingstrikes" is
better, but there's stillroom to rationalize a lot ofdry holes.And
as for "maximize expected value," well, lets just move on.

Ian Vann, BP's head of exploration at the time, figured out a
way to eliminate the fudge room. He announced his new vision:
"No dry holes."

None.

Explorers were irate. They thought the goal was preposter
ous. Their leaders were asking the impossible. Dry holes had al
ways been a normal and acceptable part of doing business.
Remember, the number of dry holesoutnumbered successes by
a factor of4. Now Vann was defining them as failure.

"No dry holes" was a painful B&W goal. Probabilistic pre
dictions had always provided a cover for failure. As Jim
Farnsworth said, "We wanted to get away from the language of
probability, from people hidingbehinda notion that if a l-in-5
welldidn'twork, 'I told you it was 1 in 5 so I was right.' 'No dry
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holes' was an attemptto make people goto the absolute extreme
limit, to make surethey'd looked at every piece of data and done
the right analysis."

As explorers began talking about"Nodryholes," theystarted
takingoff theirexplorer hatsand putting on their geologist hats.
Lotsof thingshad to go rightto create a productive oil field, and
geologists had previously devised different tests to evaluate every
geologic feature: Was the rightcarbon-rich substrate available to
fotmoil? Was there a harder, impermeable base layer underneath
the oil to captureand contain it if it formed? Even if the oil had
formed at some pointin geologic history, could subsequent un
derground pressures or temperatures have degraded the oil?

The idea of eliminating dry holes prompted geologists to
become more systematic about mapping and aggregating the
information they had. They color-coded maps—green for as
pects that might support an oil field, amber for areas where
information was missing, andredforckar counter indications.
Thenthey overlaid thecolor-coded maps on topofoneanother,
each layer representing a different geologic test. Theydecided to
drill only in regions that were green on every conceivable
dimension.

"Nodryholes" was effective instamping out two kinds ofra
tionalizations forpoorly conceived drilling operations. Onewas
"learning"—the convenient notion that even if a particular well
doesn't hit, theteam will learn so much from theprocess thatfu
ture operations will be more successftd. Vann said, "I can give
you a hundred examples where people made a mistake because
they didn't use knowledge they already had, for every oneexam
plewhere we learn something thatisvaluable fornext time." The
other common rationalization was that certain wells had "strate

gic value." Callagher said, "The last defense of the charlatan is
always thatsomething is'strategic' This isastrategic well, sowe
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have todrill it.'" "No dry holes" removed thefudge room. Awell
might be strategic, or it mightnot be, but either way, it better
not be dry.

David Bamford, BP's chiefgeophysicist during much of this
period, said, "I can think of several examples of where technical
teams knew a proposed wellwould be dry and yet senior man
agement wanted to drill it because of pressure from government
or business partners." Previously it was hard for frontline people
to objectto these decisions. When yourmanager is the only one
who knowswhat the "partner pressure" consists of, how canyou
possibly raise a credible objection?

The "No dryholes" goal boosted the confidence ofthe front
line employees. The Exploration Forum—the peer group ac
countable for exploration decisions—became more outspoken
and pushed back on "strategic reasons" to engage in low-
probability explorations. After all, the strategy was "No dry
holes/' not "No dry holes unless drilling helps to placate an im
portant partner." The strategy had changed in a way that gave
lower-level employees an equally credible voicein the decision.

The B&W goal worked exacdy as the management teamhad
intended.When BP left nowhere for people to hide, its people
stopped trying to hide. They tightened up their analyses, andthey
made fewer "play-the-odds" decisions. They gotserious aboutusing
every available scrap of data in their decisions. And they tough
enedup theirresistance to governmental andpartner pressure.

By 2000, BP's hit rate was an industry-leading 2 in 3. That's
triple the success rate of 1989. BP was still hittingdryholes, but
the goal hadstirred improvements thatmanyhadconsidered im
possible. BPtransformed itselfwhenit eliminated itsownwiggle
room. When wedrilla hole, it better notbedry.

Note that the leaders at BP didn't say, "Two out of three—
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that's close enough. Let's celebrate!" Every dryhole was a failure,
and there was no dodging it. Because they couldn't easily excuse
failure-—/* was strategic! It was a learning opportunity!—they were
left with only one choice: Drillsmarter next time.

6.

If you worryabout the potential for inaction on your team, or
if you worry that silent resistance may slow or sabotage your
change initiative, B&W goals may be the solution. But, to be
clear, youwon't always need agoal that's sounyielding. Crystal
Jones's call to become athirdgrader was not a B&W goal. Let's
face it, if kids got third-grade-level scores on math and science
but not on vocabulary, we'd all let them "graduate." Laura Es
serman's vision for the Breast Care Center wasn't B&W, and it

didn't need to be.

What is essential, though, is to marry your long-term goal
withshort-term critical moves. Esserman's vision was compelling,
but it wouldhave been emptytalkwithoutlotsofbehavior-level
execution.

You have to back up your destination postcard with agood
behavioral script. That's arecipe for success. What youdon't need
to do isanticipate every turnin the road between today andthe
destination. It's not that plotting the whole journey is undesir
able; it's thatit's impossible. Tothinkthat youcan plotaturn-by-
turnmapto theend,likealeader's version of Mapquest, isalmost
certainlyhubris.

When you're atthebeginning, don't obsess about the middle,
because themiddle isgoing to lookdifferent once yougetthere.
Just look for a strong beginning and a strong ending and get
moving.
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7.

The average investor might makestock-picking decisions by lis
tening to Jim Cramer or reading news reports or compulsively
watching CNBC. But big institutional investors, such as phil
anthropic foundations or teachers' retirement funds, get special
attention fromWall Street. Historically, investment banks spon
sored research departments as a free service to institutional in
vestors. The exchange was clear: The bankhopedthat if it made
good recommendations, then the investors wouldusethe bank's
traders to buy andsell stocks, bringing in revenue for the bank.

Because research is, in essence, a lure for big investmentdol
lars, it is takenvery seriously on Wall Street. Every year, Institu
tional Investor magazine asks big investors to assess the research
they've received. Based on those responses, the magazine ranks
the research analysts in each industryand also provides an over
all ranking for theresearch departments onWall Street. These In
stitutional Investor rankings are treated likeholywrit. They drive
(huge) bonuses to individual analysts, andtheyattract customers
to the bankswith the best research departments.

In 1986, Shearson Lehman's research department ranked a
humiliating fifteenth. Top executives at Shearson wanted a new
leader, so they recruited Jack Rivkin, who had built Paine
Webber's research department into a powerhouse. The execs' ex
pectations for Rivkinwere clear: Getusinto theTop 5.

Rivkin's first impressions of the department were npt prom
ising. "When I got to Lehman, the research department was a
mess. It got no respect." One of Shearson's top analysts, Elaine
Garzarelli, said, "The department wasn't disciplined. . . . People
did whatever they wantedto do.They didn'thaveto talk at reg
ular meetings; they didn't have to submitreports atcertain times.
Absolutely no mentionwas ever made of the Institutional Investor
All-America team."



Point to the Destination 95

Rivkin made many formal changes to the department: He
hired a number two, Fred Fraenkel. He successfully petitioned
Shearson for a much larger staffandbudget. He fired deadwood
on the team. He changed the compensation system for the
team.

These changes were vital, but ultimately, Rivkin had to in
fluence the day-to-day behavior ofthe analysts on his team.As an
analogy, consider a general manager (GM) running a baseball
team. If you have more money at your disposal, you can sign
more talented players. You can trade underperformers. You can
offer your team a bonus for making the playoffs. These changes
are important, but they don't direcdy influence the way players
play. To do that, you need a coach.

Rivkin was both GM and coach. As a coach, he knew he

needed members ofhisteam to improve their workdramatically,
and that meant he needed to script someof their early moves.
He started by announcing thathe expected analysts to initiate at
least 125 client conversations per month. He required them to
takenotes on theirconversations and post them to the internal
network. Both the quantityandthe quality ofanalysts' contacts
became a matter of public record. One newlyhired analyst said,
"Once the report card on analyst contacts was electronically
pinned up on aboard, all the analysts began trying to getto the
front section of the rankings; no one wanted to be near the
end.... The analysts started asking one another: 'How do you
make so many calls? Where do you find the time?'"

The 125-call benchmark jolted the department, snapped it
outof itslackadaisical attitude. Most of theanalysts began work
ing 12to 15hours perday, nearly every dayof the year. (Note the
clarity of the instructions—this isRivkins 1% milk campaign.)

Rivkin also sought to builda team mentality in the depart
ment, fighting against the traditional culture of self-interested
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cowboys. He demanded that, when analysts were making
presentations to clients, they cite their colleagues' work at least
twice. "I don't wantto hear 'I—I—V in the presentation. I want
to hear we,' and I want to hear other people's names." The
forced (at first) sharing of ideas and credit made the team as a
whole better, but it also benefitedthe individualanalysts by ex
posing them to information they otherwise wouldn't have en
countered.

Rivkin didn't just script the critical moves—Make125 calls,
andciteyour colleagues'work—he also pointedto the destination:
We're going to crack the I.I. (Institutional Investor,) Top 5. That
was something everyone in his department understood and as
piredto.

In fact, there was a joke that circulated in the department:
"/./. or Die." But the aspiration was serious. Within eighteen
months of the turnaround, a full 95 percent of one group of
newlyminted analysts broke onto the individual I.I. analyst rank
ings for their industry. Customers were noticingthe extra atten
tion they got from Shearson analysts, and for the first time,
Shearson analysts were top-of-mind when Institutional Investor
magazine called investors to ask who they relied on most.

The direction set by Rivkin prepared the department for
a contrarian bet that left the department alone on Wall Street. It
was abet thatwouldcementShearson's place in the /./. rankings.

In 1988,a Shearson analyst began investigating a drugcalled
Epogen, made byAmgen anddistributed byJohnson & Johnson.
Epogen isasynthetic version of ahormone called erythropoietin,
which increases the tody's production of red blood cells. Red
blood cells are responsible for ferrying oxygen to all the cells of
the body.Epogen would give them aboost,makingthe drugthe
perfect treatment for various types of serious anemia—for
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example, in patients whose blood cells were damaged by
chemotherapy. At the time, thedrug was windingitswaythrough
the drug approval process. With its release imminent, stock in
vestors began to make their bets on how the drug would sell,
whichwould in turn drive Amgen's stockprice.

Other research departments had identified one major market
for thedrug, but Shearson analysts thought there mightbeothers.
Surely, theyreasoned, there'd beother uses for adrug thatincreased
red blood cell production. Sotheydived intotheresearch process.
Fred Fraenkel said, "Every analyst and every assistant made calls.
They called about 100 hospitals andpharmacies around theworld,
estimating the market potential for the drug. Once theyhadthe
data together, they knew Amgen had amultibillion-dollar drug on
itshands. No research department could have possibly made this
estimation with justone analyst andanassistant."

Shearson's analysts defied the conventional wisdom by pre
dicting that Amgen had a blockbuster on its hands. Shearson's
team was so confident, in fact, that it published ads touting its
findings in the New York Times and Wall StreetJournal.

They were right. Epogen became Amgen's first blockbuster
drug and, atthat time, was the most successfid drug of thewhole
biotech industry. In 1990, Shearson was ranked atthetopofthe
Institutional Investor All-America Research Team. In just three
years, Shearson hadleapfrogged from fifteenth to first.

The call on Amgen was something that Rivkin never could
have anticipated, and it would have been poindess to try. He fo
cused onwhat hecould control: He provided adestination post
card ("ZZ orDie"), and hescripted some moves that would give
his people ahead start. Hehad thebeginning right and theend
ingright, and when theAmgen situation popped up in themid
dle, the teamwas ready.
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8.

So far we've learned a great deal about the Rider andhis many
strengths and weaknesses. On theplus side of theledger, theRider
isavisionary. He's willing to make short-term sacrifices for long-
term payoffs (which iswhy he fights sooftenwith the Elephant,
who generally prefers immediate gratification). He's a clever tac
tician, too—give him amapandhe'll follow it perfecdy. Butweve
also seen plenty of evidence of the Rider's flaws—his limited
reserves of strength, his paralysis in the face of ambiguity and
choice, andhisrelendess focus on problems rather thansolutions.

Here's the good news: The Rider's strengths are substantial,
andhis flaws can bemitigated. When youappeal to the Rider in
side yourselfor inside others you are trying to influence, your
game plan should be simple.

Fust, follow the brightspots. Think of theVietnamese children
who stayed well nourished against the odds, or the Genentech
sales reps who racked up sales against the odds. As you analyze
your situation, you're sure to find some things that are working
better than others. Don't obsess about the failures. Instead, in

vestigate andclone the successes.
Next, give direction to the Rider—both a start and a finish.

Sendhim adestination postcard ("You'll beathirdgrader soon!"),
andscript his critical moves ("Buy 1%milk").

When you do these things, you'll prepare the Rider to lead a
switch. And you'll arm him for the ongoing struggles with his
reluctant and formidable partner, the Elephant.
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Find the Feeling

In 1992, Target was a $3 billion regional retailer, a pip-squeak
compared to its competitors Kmart ($9 billion) and Wal-Mart
($30 billion). But it aspired to be different. Even in those days,
the chains advertising was hip and fashionable. Unfortunately,
the stores merchandise dicbrt deliver on the advertisings prom
ise. Customers complained: I see all these great ads, but when I
come to the store, youvegotthe same boring stuffas Wal-Mart.

You already know how this movie ends. Over the following
fifteen years, Target became "Tar-ZHAY," the $63 billion giant,
the Appleofthe retailing world, the keeper ofthe beloved bulls-
eye, the champion of design. The newera started with the iconic
Michael Graves teaketde and expanded over the years to Todd
Oldham bedding and Isaac Mizrahi shower curtains and
Mossimo sweaters and coundess other products that combined
the holy duo ofhip and cheap.
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The beginning and end points of the Target tale are pretty
wellknown. Butwesuspect youdon't knowmuch aboutthe mid
dle, and that's a shame, because what happened in the middle
was the change. It didn't happen in the boardroom. It happened
because of people like RobynWaters.

Waters hadno intention ofworking for Target. Shewas aself-
described fashion snob, and she'd vowed not to come back to

Minnesota, where she was raised, and where winter takes over

much of fall andspring. Shecertainly had no intention ofwork
ing for a discounter. She had an enviable job at the poshJordan
Marsh department store andwas living in high style: "I was going
to Italy and attending meetings with Armani and Versace and
rubbing shoulders with all the fashionistas, and that was really
cool whenyou're in yourmid-thirties. But thenonedaywe all got
laidoff. So that's how I came to be open-minded."

She joinedTarget in 1992 as the "ready-to-wear" trend man
ager, which madeherresponsible for black stirrup pants, sweats,
and LooneyTunesT-shirts. She'd wondered how she'd managed
to slip from Versace to Tweety Bird.

The companywas at animportant inflection pointwhen she
joined. Bob Ulrich had just retired as CEO, and he'd become
chairman ofthe board. He hadaveryclear vision ofTarget as an
"upscale discounter" that would differentiate itselfthrough de
sign. He dreamed thatTarget's bull's-eye wouldbecome a "love-
mark," as respected andwelllovedas Coca-Cola or the Beades or
Lego. Hewanted thebull's-eye to be as ubiquitous as McDonald's
goldenarches.

At the time,.though, Target was alongway fromrealizing that
vision.The merchants atTarget—the people who select the mer
chandise that will showup forsale in various departments—had
traditionally beencopycats. Waters said the mindset among the
clothing merchants hadbeen to "findthe bestseller thisyear, take
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it to Asia,knock it off, and sell it next year at half the price." For

Target to become adesign powerhouse, the company hadto stop
lagging the trends andstart riding the trends. That was Waters's
mandatein the trend department.

The problem was that Waters had almost no power to ad
vance this"trend-right" vision. The merchants didn't have to deal
with her. "I had to win them over. I could never mandate, 'We

haveto have purple this year because that's the trend,'" she re
called.

Waters slowly built up believers. An early convert was the
merchant responsible for turdenecks. She was fed up with us
ing the same tired patterns each year—you know, the cutesy
snowflake-and-reindeer prints usedby every discount retailer. So,
atWaters's urging, shehireda designer to create some fresh pat
terns,and as they both predicted, sales improveddramatically.

These early-adopter experiments gave Waters much-needed
success stories. SinceTarget had an analytical, numbers-driven

culture, publicizing the early results was critical. Waters could
point to "heroes" in the organization who'dtakenariskand sue-:
ceeded. ("Check out what the turdeneck merchant did.")

For a time in retail, trendy clothing was neutral in color.
Everything was gray, white, khaki, tan, or black. Then, one
season, colorexploded at the fabric shows and in the retailers in
London and Paris. It wasn't an obscure trend; it was a big wave.
So, as the design championatTarget, Waters needed to get her
merchants excited aboutcolor. But the merchants, beingnumbers
driven, would review the past few years' sales and seethat color
hadn't sold. (In this situation, a Rider appeal couldn't possibly
succeed because the data contradicted Waters's position.)

Waters had to get creative. She went to the candy store at
FAO Schwarz, where you could buy M&Ms in whatever color
youwanted, andbrought hugebags full ofbright-colored M&Ms
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to herinternal meetings. Shepoured the candyinto a glass bowl,
creating cascades ofturquoise andhot pinkandlimegreen. "Peo
ple would go 'Wow,' and I'd say, 'See, look at your reaction to
color.'"

She brought in samples of Apple's recendy released iMac
computers—in lime,strawberry, grape, andtangerine—which had
beenasensation. For the first time, consumers were choosing the
color of their computers with the same seriousness they used to
choose the color oftheircars. And sheconstandy broughtin pho
tographs from boutiques aroundtheworld. Shetishowamerchant
the photo ofa poloassortment andsay, "See how they havethree
neutrals, andamild yellow, andthen they addthe brightblue for
a pop." Then she'd create amock-updisplay with aaual clothing
samples so the merchants couldsee for themselves, Yup, thatblue
colorpops. And, soon after, thatbluepolo shirtwouldshowup on
the floor ofTarget, for oneclothing line, for one season.

This is how organizational change happens.
When Waters talks about this period, she is emphatic that

she's not the "hero" oftheTarget story. She says shewas one per
sonamongmanywho managed to transform the company. How
ever you 2LSsess hercontribution, the remarkable thing is that her
successes camedespite a lackofauthority and resources. Waters
said, "I had no head count at the time. I was always borrowing
people, and my budgets never balanced. But I kept gettingsup
port from merchants who wouldsay, 'Oh, I've got anextra head
count over here. And you can hire this designer, but she's only
going to work on our stuff.' And in the next division they'd say,
'Wow, I want one, too.'"

Not only did Waters lack control over the merchants, she
didn't even speak theirlanguage. Indeed, the biggest mystery of
Waters's success might well be,this: In the analytical culture of
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Target, where numbers were the lingua franca, why did a bunch
ofdemonstrations seem to make the difference?

2. '

In The Heart of Change, John Kotterand Dan Cohen reporton
astudy they conductedwith the helpofa teamat DeloitteCon
sulting. The project team interviewed over400 people across
morethan 130companies in theUnited States, Europe, Australia,
and South Africa, in hopes of understanding why change hap
pens in large organizations. Summarizing the data, Kotter and
Cohen said that in most change situations, managers initially
focus on strategy, structure, culture, orsystems, which leads them
to miss the most important issue:

... the core ofthe matter isalways aboutchanging the

behavior of people, and behavior change happens in

highlysuccessful situations mostlyby speaking to peo

ple's feelings. This is trueeven in organizations that are
very focused on analysis andquantitative measurement,

evenamong people who think ofthemselves as smartin

anMBA sense. In highlysuccessful change efforts, peo

ple find ways to help others see the problems or solu
tionsin ways that influence emotions, not just thought.

In otherwords, whenchange works, its because leaders are speak
ing to the Elephant as wellas to the Rider.

Most ofus, in RobynWaters's shoes, would create a"business
case" for the power of design. We'd compile a PowerPoint pre
sentation with charts andgraphs andstrategically selected quotes
from the chairman who'd embraced the design-forward vision.
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When we finished ourpresentation, everyone in the roomwould
understand whatwe meant. They might even agree! But would
they change their behavior? Kotter s research suggests no.

Kotter and Cohen say that most people think change hap
pensin this order: ANALYZE-THINK-CHANGE. You analyze,
then you think, andthen you change. In anormal environment,
that might work prettywell. If you need to reduce duplication
costs in your print shopby 6 percent, or ifyou need to shave off
5 minutes from yourdaily commute,then that process will serve
you well. Kotterand Cohen note that analytical toolswork best
when "parameters are known, assumptions are minimal,and the
future is not fuzzy."

But bigchange situations dont looklikethat. In most change
situations, the parameters aren't wellunderstood, and the future
is fuzzy. Because of the uncertainty that change brings, the Ele
phant is reluctant to move, and analytical arguments will not
overcome that reluctance. (If someone is unsure about whether to

marry hersignificant other, you're not going to tip herby talking
up tax advantages and rent savings.)

Kotter and Cohen observed that, in almost all successful

change efforts, the sequence of change is not ANALYZE-
THINK-CHANGE, but rather SEE-FEEL-CHANGE. You're

presented with evidence thatmakes you feel something. It might
be a disturbing look at the problem, or a hopefid glimpse of the
solution, or a sobering reflection of yourcurrent habits, but re
gardless, it's something that hits you at the emotional level. It's
something that speaks to the Elephant.

In staging demos for hercolleagues atTarget, Robyn Waters
was honoringthe SEE-FEEL-CHANGE philosophy. She set up
displays that let the merchants see whatwas possible: See how that
blue polo shirtpops? See how it catches your attention and draws
yourattention? She broughtin iMacs and M&Ms and let people
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ooh and aah over them—"See, look at your reaction to color."
(And bythe way wouldn't it benice tobepartofthe same movement
asSteveJobs andApple?)

Waters thought carefully aboutwhathercolleagues would see
because sheknew whatshewantedthem tofeel: energized, hope-
fill, creative, competitive. They took the bait.

Lets remember, too, the storyaboutJonStegner from Chap
ter 1, the man who created the Glove Shrine. He knew his col

leagues weren't enthused about hisidea for centralized purchasing,
sohe didn't bother talking about thenumbers. Instead, he showed
them something that madethem feel something. (We really buy
all these different kinds ofgloves?) SEE-FEEL-CHANGE.

Tryingto fight inertia and indifference with analytical argu
ments isliketossing a fire extinguisher to someone who's drown
ing.The solutiondoesn't match the problem.

It cansometimes be challenging, though, to distinguish why
people don't support your change. Is it because they don't un
derstand or because they're not enthused? Do you need an Ele
phant appeal or a Riderappeal? The answer isn't always obvious,
even to experts.

3.

Pam Omidyar, the founder of HopeLab, knew the struggles of
teenagers with cancer. They enduredweeksofbrutalchemother
apy in the hospital and went home a mess—sapped of energy,
theirhair falling out, theirthroats raw and tender, their immune
system wrecked. But when they finally walked out ofthe hospi
tal to return home, there was one silver lining: The worst was
likely over. Going forward, their obligations wouldbe relatively
simple: They'd need to immediately report any symptoms they
developed, such as a fever, and take their medicine faithfidly,
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which might include a regimen of antibiotics and low-dosage
chemotherapy pills for two years.

But many teens simply failed to comply, pardy because fol
lowing the medication regimen wasn't easy. The side effects of
chemotherapy, even atlowdoses, were rough-—nausea, skinbreak
outs,tiredness, irritability. The side effects ofthe home regimen,
though, were nothing compared to the horror of intensive
chemotherapy, andby missing theirdoses, kidswere risking are
currence of their cancer. Steve Cole, the research director for

HopeLab, says, "If you skip 20 percent of your doses, you don't
justhave a20 percent higher chance of getting cancer again. Your
odds go up 200 percent.''

How could teens take sucha terrible risk? Omidyar was con
vinced that teenssimplyweren't gettingthe message. She sought
a newwayofinfluencing theirbehavior—something unconven
tional, somethingthat spokein their language. Her inspiration:
We'll make avideo game.

Aftermonths ofeffort, HopeLab developed agame called Re-
Mission. In the game, teens became Roxxi, a silver-suited
nanobotwho charged through the bloodstream zapping tumor
cells with electric-green chemo-rays. In between rounds ofgame-
play, teens watched short "briefing" videos featuring Smitty, a
mentor robot, who provided additional information about
chemotherapyand recovery.

Re-Mission featured twentylevels ofplay, each lasting anhour
and packed with information. The team at HopeLab was con
vincedthat if it couldgetkids to play the wholegame, any mis
understandings that could lead to noncompliance would be
wiped out.

Eventually the team launched the first clinical trial for Re-
Mission. In 2008, the results were announced in the medical

journal Pediatrics. To the team's delight, the game had increased
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kids' adherence to their medication plans. The amount of
chemotherapy drugs circulating in the bloodofkids who played
the game went up by 20 percent. That maynot soundlikemuch,
but small differences in adherence makeabigdifference in health.
The odds of surviving cancer double if you can bump up
chemotherapy adherence by 20 percent.

But therewas a surprise buried in the evidence of success. A
lot of the kids didn't actually playthe game all that much, at
tempting only one or two levels instead of the twenty that had
beendesigned into the game. Yet eventhoseearly quitters ended
up takingtheirmedications moreregularly. In fact, the teens who
played only two levels were changing their behavior as much as
the kids who played all twenty.

At first glance, that finding seemed as absurd as if you'd dis
covered thatstudents gotcomparable scores on theiralgebra finals
whether they took only one week ofclasses or awhole semester.
Research director Cole acknowledged, "Clearly, in one or two
levels we're not teaching them awholelot, since the bulk of that
time is spent flying around the body blowing things up."Why
hadtheunderutilized game been soeffective atchanging thekids'
behavior?

Cole started asking around, trying to understand the puzzling
result. One ofhis friends, amarketing professor at Stanford* said,
"Think aboutthis from amarketing perspective. We can change
behavior in a short television ad. We don't do it with information.

We do it with identity: 'If I buy a BMW, I'm going to be this
kind of person. If I take that kind ofvacation, I'm that kind of
eco-friendly person.'"

And it dawned on Cole: When teens didnt complywith their
drug regimen, the problem wasn't knowledge, it was emotion.
He said, "It boils downto anidentitything. Afteryou have gone
through intensive chemo, you've had your life stolen from you
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by cancer. Sothekids think, T just want to getback to being the
original me.' They don't want to be 'the sickkid' anymore."

The game was making agut-level emotional connection. You
are Roxxi, the nanobot, boldly defeating cancer. You fuel your
ray gunby taking chemotherapy andantibiotics. Medicine means
power. And the educational videos thatpopup occasionally, with
the mentor-robot lecturing you about the importance of com
pliance, are completely irrelevant to the change that's going on.
The change isnot oneof understanding but oneof feeling. It's re
alizing that lean dothis. I'm incharge. Chemoisn't areminder of
the sickness; it's how you getyourlifeback—howyou steal back
the real you from cancer. Take the pills, and you canstop being
a cancer kid forever.

CLINIC

How CanYou Make Developers Care About

the End-User?

SITUATION Atmany software companies, the developers—who are respon

sible forwriting newsoftware programs—fall inlove withtheircode.When their

programs are tested bycustomers, theycan be skeptical of the customer feed

back. At Microsoft,for instance, one test of a new feature showed that six out of

ten userscouldn'tfigure out howto useitWhen the test labsharedthe data with

the developers, theirreaction was, "Where'd youfind sixdumb people?" Many

companies experience a form ofthisproblem. Isit possible to convince develop

ers to be moreresponsive to customer feedback?

WHAT'S THE SWITCH AND WHAT'S HOLDING IT BACK? Ultimately,

companies needdevelopers to tweaktheirsoftware inresponse to feedback from

customers; otherwise, the programs won't be successful. Butsometimes devel

opersresistordismiss customer feedback andmake only "token"revisions rather
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thantrying to empathize with customers' difficulties. This isprobably an Elephant

problem—the developers understand what's being askedof them but resent

being forced to change theirbeautiful codeforthe dummies intheiraudienceBut

let's not be too quick to treat developers as a "type"(e.g., as arrogant technol

ogists). Character judgments like that reflect a psychological bias that we ex

ploreinChapter 8. Let's focus on providing developers withmoremotivation and

a smootherpath.

HOW DO WE MAKE THE SWITCH?

• Direct the Rider. 1.Point to the destination. We should painta picture

of the group glory that will result from a successful product launch. The devel

operswill be software heroes, and they'll have a line on theirresumes that will

always be impressive. Listening carefully to the customer issimply a way to ac

celerate that glory. 2. Scriptthe critical moves.Are we being specific enough

aboutwhat'sneeded from the developers? Imagine that wetellthemthat their

program's "easeof use" israted as "poor." What inthe world cantheydowith

that?Their Riders will spin forhours, trying to decide among dozens of possible

improvements. It'sourresponsibility to define thecritical moves—along the lines

of, "We need to give people a quicker way to rotatetheseobjects."

• Motivate the Elephant 1. Find the feeling. AtMicrosoft, the develop

erswere invited to visit the usability testing lab. There, from behind a one-way

mirror, theycould watch real users struggling with theirprograms. It made all

the difference. The test labmanager says that when developers see a userlive,

"Twenty ideas justimmediately come to mind. First ofall, you immediately em

pathize with the person. The usual nonsense answers—'Weil, theycanjustlook

inthe manual ifthey don'tknow how to use it,'or 'My idea isbrilliant; you just

found six stupid people'... that kind ofstuff justgoes outthedoor." 2. Grow

yourpeople. Developers may worry that, iftheir code needs revising, it reflects

negatively ontheir abilities. (We'll talk about more about thisinChapter 7,the

section on the "fixed mindset") We should stress that the test of a great
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developer isn't the quality of hisor herfirst-draft code; it's howwell the devel

opercodes around the inevitable roadblocks. We should make aneffort to praise

ingenious solutions to customers' problems.

• Shape the Path. 1. Buildhabits. Isthe customer feedback coming at the

mostconvenient timeinthe code development cycle? Developers haveroutines

that work forthem. Can we make an effort to snapthe user-testing ontoan ex

isting routine, so we're not complicating the Path? 2.Tweak the environment.

Atmany companies, programmers are given the best computers. This practice is

great for productivity but lousy for customer empathy. Onemanager says that

every timehisdevelopers usemachines a generation ahead oftheir customers'

equipment, the software theycreate has usability problems. Why? Because the

developers haveno intuition abouthowslowly the software is running fortypi

cal end users. Solution: Require developers to program on the same machines

customers use. (This isanother Path solution thathasbeen pursued byMicrosoft.)

4.

When people push for change and it doesn't happen, they often
chalk it up to a lackof understanding. A mom grouses, "If my
daughter just understood that her driving habits are dangerous,
she'd change." A scientist says, "If we could just get Congress to
understand the dangers ofglobal warming, they'dsurely take leg
islative action."

But when people fail to change, it's not usually because ofan
understanding problem. Smokers understand that cigarettes are
unhealthy, but they don'tquit.American automakers in the early
twenty-first century knew they were too dependent on the sales
ofSUVs and trucks (andthus on low oil prices), but they didn't
innovate.

At some level, we understand this tension. We know there's

a difference between knowing how to act and being motivated
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to act. But when it comes time to change the behavior ofother
people, our first instinct is to teach them something. Smoking
is really unhealthy! Your chemotherapy medicine is really impor-
tantl^flt speakto the Riderwhen we shouldbe speaking to the
Elephant.

This realization—that we can make an impeccably rational
case for change and people stillwon'tchange—is pretty frustrat
ing.Why did RobynWaters needto gothrough all the trouble of
staging demos for hercolleagues atTarget? Shouldn't the logic of
design innovation have beencompelling enoughon its own?

Why can't we simply think our way into new behavior?
The answer is that, in some cases, we really can't trust our own
thinking.

5.

As you watch,astranger walks into aroomand sits down behind
a table. He picks up a piece of paper andreads aloud a generic-
soundingweather report: "Tomorrow, we'll see highs in theupper
80s with anovernight lowof 53...." He completes his "report"
in about 90 seconds and walks out of the room.

Next, you're asked to guess his IQ.
You're part ofapsychology experiment, andyouobject to the

absurdity ofthe request. I don't know anything about thatguy He
justcame into a room andread a report. It wasn't even his report—
you gave it tohim toreadl How am I supposed toknow his IQ!?

Reluctantly, you makeawild guess. Separately, Fake Weath
erman is asked to guess hisownIQ.Who made abetter guess?

Amazingly, you did, even though you know nothing about
Fake Weatherman. Two psychologists, Peter Borkenau andAnette
Liebler, from Universitat Bielefeld in Germany, conducted this
experiment, and they found that the strangers' IQ predictions



114 MOTIVATE THE ELEPHANT

were better than the predictions of those whose IQ was being
predicted—about 66 percent moreaccurate.

To be clear, it's not somuch that you're a brilliant predictor;
it's that he's alousyself-evaluator. We're all lousyself-evaluators.
College students do a superior job predicting the longevity of
their roommates' romantic relationships than their own.

Savor, for a moment, the preposterousness of these findings.
Fake Weatherman has all the information, and you've got none.
He's gotdecades of data—years' worthof grades, college entrance
exam scores, jobevaluations, andmore. Fake Weatherman should
be the world's foremost expert on Fake Weatherman!

If self-evaluation hingedon information alone, the findings of
thesestudies would have beenimpossible. It'dbe like discovering
that you could beatrandomly selected motherson a trivia ques
tion about how many kids they have.

But self-evaluation involves interpretation, and that's where
the Elephant intrudes. The Elephant tendsto takethe rosiest pos
sible interpretation of the facts. ("My 2.1 GPA is a sign of my
intelligence—it shows that my intellect simplyisn't beingchal
lenged enough to keepme engaged.")

We've all heard the studies showing that the vastmajority of
us consider ourselves above-average drivers. In the psychology lit
erature, this beliefis known as apositive illusion. Our brains are
positive illusion factories: Only 2 percent ofhigh school seniors
believe theirleadership skills are below average. A fiill 25 percent
of people believe they're in the top 1 percent in their ability to get
along with others. Ninety-four percent of college professors re
portdoingabove-average work.People think they're at lower risk
thantheir peers for heart attacks, cancer, andeven food-related ill
nesses such as salmonella. Most deliciously self-deceptive of all,
people say they are more likely thantheir peers to provide accu
rate self-assessments.
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Positive illusions pose an enormous problem with regard to
change. Before people canchange, before theycanmove in a new
direction, they've got to have theirbearings. Butpositive illusions
makeit hard for us to orient ourselves—to get a clear pictureof
wherewe are and how we're doing. How can we dispel people's
positive illusions without raining downnegativity on them?

6.

One wayof cutting throughpositive illusions issuggested by an
example from Massachusetts in a state agency called the Depart
ment ofYouth Services. DYS dealtwithdelinquent kids—it was
botha corrections agency andasocial service organization. In the
late 1970s, Massachusetts leda pioneering effort to overhaul its
juvenile justice system, scaling back itsyouth prisons in favor of
a network of nonprofits—halfway houses, group homes, outpa
tientcounseling centers, jobcenters, and more. The goal of these
nonprofits was to rehabilitate young offenders andkeep themin
their home communities.

As Massachusetts embraced this network model, DYS had to

change substantially. Theagencystartedworking primarily through
vendors—such as halfway houses andcounseling centers—rather
thandelivering services to kids direcdy. As a result, agency staffers
had to adapt the way they worked, and most of them handled
the transition well.

Except for the accounting department.
The head of accounting was an authoritarian manager who

ruledhisdepartment withan ironfist. He was known asa yeller;
some colleagues called him Attila the Accountant. Attila was
meticulous about following the rules, to a fault. Ifyousubmitted
an expense report to his teamand leftoffa single detail—a date,
a subtotal—the accountants would bounce the reportrightback
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atyou rather thansimplyfilling in the detail themselves. Because
of this perceived pettiness, Attila was "pretty much hated
throughout the organization," recalled Sim Sitkin, who at that
time was the director of planning and research for DYS. Attila's
accounting group saw itselfmoreas awatchdpg than as aninter
nalservice provider.

When DYS shifted to the network model, the focus ofthe ac

counting department shifted, too. Now it was outside vendors
who weresubmittingthe reimbursement requests, not employees.

And we can say one thing for Attila: He was consistent. He
treated the new vendors with the same dictatorial style that he

had usedwith his in-house colleagues. If vendors submitted re
ports thatweren't perfect, he rejected them.This created bigprob
lems, though. As Sitkin said, "These nonprofits didn't have alot
of slack. They were livingon a shoestring, and so delays in pay
ments really jeopardized theirability to serve kids."

Sitkin and Gail Anne Healy, the deputy commissioner of
DYS,began to field desperate calls from these nonprofits. In some
cases, they couldn't make payroll unless Attila cut their checks
quickly. SitkinandHealy tried to reason with Attila; they triedto
explain why it was important to cut thevendors someslack. But,
as we've seen repeatedly, the knowledge wasn't enoughto trigger
a change. Attila stayed Attila.

Frustrated, Sitkin and Healy asked Attila to join them on a
road trip. The three of themdrove outto visit several of DYS's key
service providers. Often, these providers were operating from old
houses in run-down neighborhoods. Their offices lookeddilapi
dated and chaotic. And in the midst of this environment, the

staffers were earnesdy trying to work small miracles. "Thetypi
cal staffer," said Sitkin, "was likeacombinationofabeatcop and
a social worker. Sometimesthey struckyou as peoplewho might
haveonce been in the samepositionas the kids they were trying
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to reach. They were working hard andobviously not makingalot
ofmoney."

During thevisits, Attilasaw firsthand how busytheywere and
how distracting the workplace was. They didn't have closed-door
offices as he did. It was noisy, thanks to the kidswho were living
in thehomes—they were constandy coming andgoing, orcook
ing meals, or just hanging around and talking. Social workers
were rushing around, trying to keep tabs on the kids, and shut-
ding them to doctors' offices or job interviews.

Attila saw and felt the precarious financial situation of these
nonprofits. Theywere hanging byathread. When heheld upone
of their checks, it meant that they couldn't pay for something.
They mighthave to delay payroll, orskimp on food, orpostpone
a doctor's visit for a kid who needed it. For the first time, Attila

gotagut-check about the harm hewas causing with hisnitpick
ing. He cameback to the officea transformed man.

Mind you, he wasstillAttila. He was stillauthoritarian, and

hestill yelled. Buthechanged what hewas yelling about. "Before,
he'd yell at his staff, 'Why did you give me this form when it's
got somethingmissing?!'" said Sitkin. "Afterwards, he switched
to, 'Don'tyou realize whathappens whenwedon't getthischeck
out on time?! People haveto make payroll!'"

Attila's transformation represented avictory over positive il
lusions. Before the field trip,ifAttilahadbeenasked to assess his
performance as an accountant, he almost certainly would have
put himselfin the top 10 percent. In his mind, accounting was
about paying attention to details, maintaining rigorous standards,
and resisting political pressure.

He would have been right to score himselfhighlyon those
measures—but also self-serving. One reason we're able to believe
thatwe're better-than-average leaders and drivers and spouses and
teamplayers isthatwe're defining those terms in ways that flatter
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us. (Iam really a good team player. I constantly give mycoworkers
useful tips on how to improve themselves!) The ambiguity in terms
like"leader" or"team player" enables ourillusions—that's why it's
somuchharder for usto fancy ourselves better-than-average pole
vaulters.

The ambiguityin beinga"good accountant" dissolved when
Attilamet the social service workers. When he sawhow hardthey

were working, andthe raucous conditions theywere working in,
he couldn't help but empathize with them, and that feeling of
.empathy gave the lie to his positive illusions. / thought being a
goodaccountant was about rigor, butnow I see thatit's also aboutser
vice. Having been forced to experience the inadequacy ofhis old
approach, hebecame azealot for thenewone: Team, you betterget
those paychecks outASAP—people are waiting on us!

That may not be a heartwarming tale, but it's a big switch.
Attilathe Accountant was ahard case. Healy andSitkin managed
to break through his prickly exterior and make him feel some
thing. And once he felt something, he changed. That outcome
should give all of us hope that we can reach the Attilas in our
own life (Attila the Dad,Attila the Boss, orAttila the Teenager).

7.

It's emotion that motivates the Elephant. In fighting for change,
we've gotto find the feeling. But which feeling? Anger, hope,dis
may, enthusiasm, fear, happiness, surprise?

HopeLab built a video game for teenagers with cancer that
gave them a feeling of control and power. Jon Stegner's Glove
Shrine shocked the execs andgave them adetermination to fix the
matter. The Microsoft usability lab made developers feel empa
thy for theircustomers. Will connecting with anyold feeling do?

We often hear that people change onlywhen acrisis compels
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them to, which implies thatwe need to create a sense of fear or
anxiety or doom. Two professors at Harvard Business School,
writingaboutorganizational change, say that change is hard be
cause people are reluctant to alter habits that have been success
ful in the past. "In the absence of a dire threat, employees will
keepdoingwhat they've always done." As aresult, the professors
emphasize the importance of crisis: "Turnaround leaders must
convince people that the organization is trulyon its deathbed—
or, at the veryleast, that radical changes are required if the orga
nizationis to survive andthrive." In otherwords, ifnecessary, we
needto create a crisis to convince people they're facing a catas
tropheand haveno choice but to move.

Similar beliefs aboutthe importance of crisis once prevailed
among therapists, mostofwhombelieved thatalcoholics ordrug
addicts couldn't be helped until they hit rock bottom. Backin
the 1980s, at a professional conference, the therapist Ruth
Maxwell gave a presentation suggesting to fellow therapists that
the now-familiar technique of family "intervention" could be
used to convince addias to enter a treatment program even if
they hadn't yet hit rock bottom. In her book Breakthrough,
Maxwell wroteshewas "nearly booedout ofthe room Com
ing from backgrounds deeply steeped in traditional psychiatric
wisdom, they firmly believe that people cannot be treated unless
they are motivated for treatment." And being"motivated" re
quireda rock-bottom crisis.

Speaking of the perceived need for crisis, let's talk about the
"burning platform," a familiar phrase in theorganizational change
literature. It refers to a horrific accident that happened in 1988
on thePiper Alpha oilplatform in theNorthSea. A gas leak trig
gered anexplosion thatripped the rig in two. As areporter wrote,
"Thosewho survived had a nightmarish choice: to jump as far
as 150 ft. down into a fiery sea or face certain death on the
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disintegrating rig." Andy Mochan, a superintendent on the rig,
said, "It was fry or jump, so I jumped." He was eventually saved
by arescue mission involving NATO and the Royal Air Force.

Out of this human tragedy has emerged a rather ridiculous
business cliche. When executives talk about the need for a "burn

ing platform," they mean,basically, that they needaway to scare
their employees into changing. To create a burning platform is
to paintsucha gloomypicture ofthe current state ofthingsthat
employees can't help but jump into the fiery sea. (And by "jump
into the fiery sea," whatwe meanisthat they change their orga
nizational practices. Which suggests that this use of "burning
platform" might wellbe the dictionary definition of hyperbole.)

In short, the "burning platform" is a great, uplifting tale for
your people: "Team, let's choose a dangerous plunge into the
ocean over gettingburnedto death! Now get backto work!"

Leaving aside the silliness ofthe burning-platform metaphor,
fear canindeed be a powerful motivator. Think of LBJs famous
"Daisy" campaign ad in 1964, in which a young girl holds a
flower while a mushroom cloudrises behind her. If you vote for
Goldwater, the adsuggested, you might as wellnuke your child.
Or consider the sleazy real-estate-sales boss in Glengarry Glen Ross,
David Mamet's Pulitzer Prize-winning play: "First prize is a
Cadillac Eldorado.... Second price isasetofsteak knives. Third
prize is you're fired."

Healtheducators, too, have gotten in on the act. Remember
the ads showing photos of smokers' black, gnarled lungs, or the
famous "This is yourbrain on drugs" commercial, which analo
gized drug users' brains to frying eggs (those visuals, in turn,
made pot smokers veryhungry).

There's no question that negative emotions are motivating.
No one wants to see a kid nuked. But what, exacdy, are these

emotions motivating?
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"If you have a stone in your shoe, it hurts andyou'll fix the
problem," said Martin Seligman, a psychologist at the University
of Pennsylvania. In a sense, removing the stone from yourshoe
iswhat negative emotions are designed to do—to motivatespe
cificactions. When you're angry, youreyes narrow and your fists
clinch and you get ready for a confrontation. When you're dis
gusted, your nosewrinkles and you avoid whatever has grossed
you out.When you're afraid, youreyes grow wideand yourbody
tenses up and prepares to flee. On a daily basis, then, negative
emotionshelp us avoid risks andconfrontproblems.

Bottom line: If you needquickandspecific action, then neg
ative emotionsmight help. But most of the time when change is
needed, it's not astone-in-the-shoe situation. The questto reduce
greenhouse gases isnot astone-in-the-shoe situation, andneither
isTarget's mission to become the "upscale retailer," or someone's
desire to improve his or her marriage. These situations require
creativity and flexibility and ingenuity. And, unfortunately, a
burningplatform won'tgetyou that.

So what will?

8.

In 1998, after psychologists hadspent decades studying negative
emotions, the psychologist Barbara Fredrickson wrotea provoca
tivepaper called "What GoodArePositive Emotions?" The paper
became a classic. It eventually would be cited over a hundred
times moreoften than a typical psychology paper, and it helped
to fuel the rise of the discipline of positive psychology, whichhas
yielded manypopular books on happiness over the past few years.

As Fredrickson suggested in her tide, positive emotions are
a bit of a puzzle. Unlike negative emotions, they don't seem
engineered to produce particular actions, such as punchingor
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fleeing'or avoiding. They don't even have their own signature fa
cial expressions. In feet, theemotions ofjoy, contentment, pride,
love, and interest all tend to produce the same generic "I'm
pleased" expression, which, isknown as the Duchenne smile (lips
curled up at the corners along with a crinkling in the muscles
around the eyes—orthe way your spouse looks when you ask,
"Haveyou lostweight?"). Most of our positive emotionsare tun
neled through this same Duchenne mask, like a symphony
pumpedthrough a tuba. Worse, we can't even distinguish readily
between a genuine Duchenne smile anda feke Duchenne smile,
as generations of beauty pageant winners have illustrated. (Hint:
A genuine Duchenne has the eye-crinkling that ishard to fake.)

Negative emotions tend to have a"narrowing effect" on our
thoughts. If yourbodyis tensing up as youwalkthrough a dark
alley, your mind isn't likelyto wander over to tomorrow's to-do
lists. Fear and anger and disgust give us sharp focus—which is
the same thing as putting on blinders. Police detectives, for in
stance, frequendy are frustrated by the testimony of gun-crime
victims, who often canprovide arich description ofthe gun held
by the perpetrator but can't recall whether the perpetrator had a
beard.

Fredrickson"argues that, in contrast with the narrowing ef
fects of the negative emotions, positive emotions are designed to
"broaden and build" our repertoire of thoughtsand actions. Joy,
for example, makes uswant to play. Play doesn't have a script, it
broadens the kindsofthings we consider doing. We become will
ing to fool around, to explore or inventnew activities. And be
cause joy encourages us to play, we are building resources and
skills. For instance, kids learn physical skills throughrough-and-
tumble play; they learn to workwith objects by playing with toys
and blocks and crayons; they learn to get along with others by
pretending to be animals or superheroes.
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The positive emotion of interest broadens whatwewantto in
vestigate. When we're interested, wewantto getinvolved, to learn
new things, to tackle new experiences. We becomemore open to
new ideas. The positive emotion of pride, experienced when we
achieve a personal goal, broadens the kinds of tasks we contem
plate for the future, encouraging us to pursue evenbigger goals.

Mostofthe bigproblems weencounter in organizations orso
cietyare ambiguous andevolving. They don't look like burning-
platform situations, where we need people to buckledown and
execute a hard but well-understood game plan. To solve bigger,
more ambiguous problems, we needto encourage open minds,
creativity, and hope.

This brings us back to RobynWaters, who was a master of
positive emotions. She didn't try to create a burning platform:
"Wal-Mart is eating our lunch! Target is on its deathbed! Come
with me into the fiery seas!" Instead, she found awayto engage
the fresh thinking andenthusiasm of hercolleagues. What ifwe
hadcolors that"popped"like these iMacs?And look at this Paris bou
tiques display—what ifwecould arrange our sweaters like that?

Waters helped shiftanentrenched culture, product by prod
uct,because she found awayto instill hopeandoptimism andex
citement in hercoworkers. She found the feeling.



Shrink the Change

In 2007, two researchers, AliaCrumandEllen Langer, published
astudy ofhotelmaids andtheirexercise habits. The topic ofthe
study may sound unremarkable, but the results were so surpris
ingthatyoumight find them hard to believe. (In fact, we'll argue
that the researchers themselves came to the wrong conclusion in
explaining their findings.)

Let's start at the beginning, with the maids.
The average hotelmaidcleans fifteen rooms a day, and each

room takes 20 to 30 minutes to complete. Take a moment and
imagine an hour in the life of one of these maids. If you fast-
forward through your brainfilm, you'll see the maids walking,
bending, pushing, lifting, carrying, scrubbing, anddusting. What
they're doing, in short, is exercising. A lot. In fact, they are dra
matically exceeding the daily doses of exercise recommended by
even the most exercise-conscious Surgeon General.
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But the maids don't seem to recognize what they're doing as
exercise. At the beginning of the study, 61 percent of the maids
reported to Crum and Langer that they didn't exercise regularly.
More than athirdsaid theydidn't getanyexercise atall. Huh? It's
likeathirdoftalk-show hostscomplaining that they never getto
meet anyone new.

, Then again, what is"exercise"? If we accept the cultural defi
nition of exercise as something we do on a treadmill in a fitness
club, while surrounded by spandexed women and perspiring
men, then the maids were correct. But our bodies don't make

style distinctions—a calorie burned is a calorie burned.

The researchers were curious about whatwouldhappen ifthe
maids were told, to their surprise, that theywere exercise super
stars. One group of maids got the good news: They received a
document describing the benefits of exercise, andtheywere told
thattheir daily workwas sufficient to get those benefits. Exercise
doesn't have to be hard or painftd, they were informed—and it
certainly doesn't have to be in a gym. It simply requires you to
move your muscles in a way that burns calories. The maids in
this group were given estimates of the amount of calories they
burned doing various activities: 40 calories for changing linens
for 15 minutes, 100 calories for ahalfhour ofvacuuming, and so
on. Meanwhile, maids in another group received the same infor
mation about the benefits of exercise, but they weren't told that
their ownworkwas agood form of exercise (nor didtheygetthe
calorie-burning stats).

Four weeks later, the researchers checked in again with the
maids and found something incredible. The maids who'd been
told that they were good exercisers had lost an average of 1.8
pounds. That's almost ahalfpound aweek, which isapretty sub
stantial rate of loss. The other maids hadn't lost anyweight.

Crum and Langer investigated possible explanations. The
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weightloss wasrft simplyastatistical fluctuation. Therewere too
many maids for a fluke explanation of that kind, and further
more, the maids who lost weight hada corresponding drop in
body fat. Nor had the maids caught the "exercise bug"—they
weren't exercising any more outside of work than they had
before.

The researchers also ruled out a bunch ofother possibilities:
The maids werentworking anymore hours. They hadn't changed
theirconsumptionofalcohol, caffeine, or tobacco. Their dietary
habits hadn't changed in anymeaningftd way—theyweren't eat
ing more vegetables or consuming fewer sugary foods. But still
they were losing weight.

What was makingthem slimdown?

2..

A local car wash ran a promotion featuring loyalty cards. Every
time customers bought a car wash, they got a stamp on their
cards, andwhen they filled up theircards with eightstamps, they
got a free wash.

Another set of customers at the same car washgot a slighdy
different loyaltycard. They needed to collect ten stamps (rather
than eight) to get a free car wash—but they were given a "head
start." When they received their cards, two stamps had already
been added.

The "goal" was the same for both sets ofcustomers: Buyeight
additional car washes, geta reward. But the psychology wasdif
ferent: In one case, you're 20 percent of the way toward a goal,
andin the othercase, you're starting fromscratch. A fewmonths
later, only 19 percent ofthe eight-stamp customers had earned a
free wash, versus 34 percent of the head-start group. (And the
head-start group earned the free wash faster.)
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People find it more motivating to be pardy finished with a
longer journey than to be at the starting gate of a shorter one.
That's why the conventional wisdom in development circles is
that you don't publicly announce a fund-raising campaign for a
charity until you've already got 50 percent of the money in the
bag. (After all, who wants to give the first $100 to a $1 million
fund-raising campaign?)

One way to motivateaction, then, is to make people feel as
though they're already closer to the finish line than they might
havethought.

3.

The researchers Crumand Langer chalked up themaids' weight
loss to a placebo effect. In other words, they concluded that
awareness of the exercise value of their activities triggered the
weight loss, independent of anyphysical changes in themaids' be
havior.

The placebo effect isoneof the mostreliable phenomena in
modern medicine, soat first glance, this explanation seems rea
sonable. We've all gotfriends whoswear bythehealing powers of
questionable remedies—stinkweed supplements orgoat hornex
tract. Maybe the maids gotasimilar mental boostfrom theirnew
knowledge.

But notice what placebo-effect situations have in common:
They apply to conditions that are self-reported. You take a pain
pill, and thedoctor asks youafterward, "How muchpain doyou
feel now?" You take an antidepressant, and sixweeks later, the
therapist asks, "How do you feel?" So it's understandable (though
still fundamentally weird) that the patients who get placebos,
rather thanAdvilor Prozac, mightreport feeling abit better.

Butthisisn't oneof those situations. No onewas asking these
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maids how they felt orwhether they perceived themselves to be
healthier. The maids simplystepped ontoascale, andthe scale re
ported a lower weight. Scales aren't subject to placebo effects.

OK, but ifyou've suddenly discovered that you're a goodex
erciser, might not that trigger some kind of mind-body effect?
Couldn't it kickyour metabolism intooverdrive orsomething? It's
not impossible, we suppose, but let's be honest: If the power of
thinking could indeedmakeyou skinnier, thatwould be a scien
tific revelation on parwith cold fusion (as wellasabillion-dollar

self-help book—Think YourselfThin).
What's much more likely is that we're seeing a reflection of

the car wash study. The maids were given a stampcard with two
stamps on it. In other words, they were astonished to discover
that, contrary to their own self-assessment, they were exercisers.
They were20 percent of the way to the destination, not 0 per
cent.And thatwas atremendously motivating realization. I'm not
a sloth—I'm an Exerciser!

Think about how you'd feel in their shoes. What ifa scientist

came to youandsaid that,unbeknownst to you,yourwhite-collar
jobisanaerobic wonderland? With every clickofthe mouse, you
burn 8 calories! Every time you check fantasy-baseball stats, you
run amile! Wouldn't you feel arushofsatisfaction? Hey, look how
good I'm doing!

And here's the mainthing—it almost certainly wouldchange
the wayyou behave from that moment forward. Once you real
ized that exercise couldcome from litde things, maybeyou'dbe
on the lookout for ways to get a smidgenmore active.

Similarly, the maids, getting a jolt of enthusiasm from the
good news, might havestarted scrubbing the showers a little
moreenergetically than previously. Maybe they started making
multiple tripsback to their carts asthey changed linens, just to
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add a bit more walking. Maybe they took the stairs to lunch
rather than the elevator. And they exerted that extra effort be
cause someoneput two stamps on theirexercise cards. Suddenly,
they found themselves closer to the goal line than they ever
imagined.

That sense of progress is critical, because the Elephant in us
is easily demoralized. It's easily spooked, easily derailed, and for
that reason, it needs reassurance, even for the very first step of
the journey.

If you're leading achange effort, youbetter start looking for
those first two stamps to put on yourteam's cards. Rather than
focusing solely on what's newand different about the change to
come,makeaneffort to remindpeople what's already beencon
quered. "Team, I know the reporting structure looks different,
but remember that we already had some practice working in
these groups on the RayCom account." "Honey, losing forty
pounds isn't going to be easy, but you've already given up soda,
andI bet thatalone willknockoff five pounds before the endof
the year."

A business cliche commands us to "raise the bar." But that's

exacdy thewronginstinctifyouwantto motivate areluctant Ele
phant. You need to lower thebar. Picture taking ahigh-jump bar
andlowering it so far that it can be stepped over.

If you want areluctant Elephant to getmoving, you needto
shrink the change.

4.

If you're like us, youlove aclean house butdread housecleaning.
And your dread mounts, because with each hour, each day, that
passes between episodes of cleaning, the piles of paper in the of-
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fice grow taller, the loads oflaundry pile up, andthe dust on the
sideboards accumulates. As the problem gets worse, so does the
dread, whichdeters housecleaning, whichleads to adirtier house,
which ... Vicious cycle, anyone?

But what is it, exacdy, that we dread? Think about it: Does
pickingup an undershirt off the floor and tossing it in the ham
perinspire dread'i Nope. Nor does rinsingoutaglass and putting
it in the dishwasher, or puttinga single folder in the filing cabir
net, or spraying glass cleaner on the bathroom mirror. So why
does dread emerge from acombination ofindividual actions that
seemprettydread-free? Pardy it's because we fear that, in order to
"clean house" properly, ourwork must (by definition) end with
a house that's clean. And when we envisionour way to that end
state, picturing all thatwewillhave to conquer to getthere—the
closets and dishes and carpets and toilets and floors—we simply
can't bear opening that door. It feels like too much.

Yetwe don't dread saving for retirement on the grounds that
we've gotto accomplish it in onemongo-deposit. We understand
that retirement savings accumulate onelitdebit atatime. By the
same logic, wouldn't it be easier just to make the house cleaner
rather than clean7. Can we free ourselves from dread by scaling
down the mission?

That's the insight behinda clever self-help technique called
the "5-MinuteRoom Rescue," proposed by Maria Cilley, ahome-
organizing guru who calls herselfthe Fly Lady (think ofzooming
through your housecleaning with wings). Here's what you do:
Get akitchentimerandsetit for 5 minutes.Then goto the worst
room in your house^-the one you'd never let a guest see—and,
as the timer ticksdown,start clearing a path, andwhen the timer
buzzes, you can stop with a clear conscience. Doesn't sound so
bad, does it?

This is an Elephant trick. The Elephant hates doing things
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with no immediate payoff. (If you've ever seen someone strain to
pullamulein adirection it didn't wantto go, you've got the right
mental image.) To get the Elephant off its duff, you need to re
assure it that the task won't be so bad. Look, it's just 5 minutes.
How bad can it be?

What good is a 5-minute session of cleaning? Not much. It
gets you moving,though,andthat's the hardest part. Starting an
unpleasant taskis always worse thancontinuing it. So onceyou
start cleaning house, chances are you won't stop at 5 minutes.
You'll be surprised athow fast things turn around. You'll start to
take pride in your accomplishments—starting with the clean
sink, then the clean bathroom, then the clean downstairs area—

andthat pride andconfidence willbuildon itself. A virtuous cir
cle. But you couldn't have enjoyed the virtuous circle without
first shrinking the change.

5.

Steven Farrar, a store owner on eBay, and his wife Amanda, a
pharmacist, had gotten themselves into a financial pickle. "It all
started after we graduated, loaded with $60,000 in student-loan
debt; wedidwhat was normal. We bought ahouse, twonewcars,
and tookon an additional $35,000 in credit card debt. We just
didn't bother—we weren't trying to keep upwithanyone orbuy
a lot of miscellaneous stuff over time—we just failed to care."
Eventually, panic setin.The Farrars realized theywere oneacci
dent or one job loss away from bankruptcy. They knew they
needed help, so they turned tothe work ofpersonal finance guru
Dave Ramsey.

Ramsey, in his youth, had atransformative experience. At age
26, he and his wife owned real estate that wasworth over $4 mil

lion, but then, abrupdy, theirwealth unraveled. In his book The
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TotalMoney Makeover, Ramsey says, "We wentthrough financial
hellandlosteverything over athree-year period of time.We were
sued, foreclosed on, and finally; with a brand-new baby and a
toddler, we were bankrupt. Scared doesn't begin to cover it.
Crushed comes close, but we held on to each other and decided

we needed a change."
Ramsey emerged from this financial near-death experience

with a determination to help others avoid the mistakes he had
made. In his booksand on his radio show, he provides financial
advice to individuals and families who are struggling, and most
often, their number-oneproblem.is too much debt.

One of Ramsey's best-known and most controversial debt-
fighting techniques is the "Debt Snowball." When the Farrars
found themselves with over $100,000 in debt (not including
their mortgage), they started working on the Debt Snowball.
The first step was to listall their debts—Everything from credit
cards to overdue electric billsto student loans—andthen arrange
them in order from smallest to largest. Next, their instructions
were to make only the minimum payments on everydebt, with
one exception: After the minimum payments were made, every
available dollar wouldbe put toward the first debton the list. Be
cause the first debt wasthe smallest one, it could be paidoffrel
atively quickly, and the Farrars could cross it off the listandthen
direct every available dollar to paying off the second debt, then
the third, then the fourth. As they crossed off each debt, they
were able to eliminate a minimum payment, which gave them
more cash to attack the next debt. That's why the strategy is
calleda Debt Snowball. With eachdebt that is conquered, the
"snowball" ofmoney applied to the next debt grows and rolls a
litde faster.

Notice what's missing here: anymentionof interest rates. If
the Farrars' smallest debt was a past-due utility bill, with no in-
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terest charges whatsoever, Ramsey still advised them to payit off
before tackling anyoftheircredit card bills, whichmight have in
terest rates of20 percent or above.

This advice makes the average financial adviser cringe. After
all, simplemath tells us thatwe're financially better-offifwe pay
down high-interest debt first. But Ramsey knows exacdywhat
he's doing:

Beinga certified nerd, I always usedto startwith mak

ing the math work. I have learned that the math does

need to work, but sometimes motivation is more im

portant than math. This is one of those times.... Face

it, ifyou goon adietandlose weightthe first week,you

will stay on thatdiet. If yougo onadiet andgain weight
or go sixweeks with no visible progress, you will quit.
When training salespeople, I try to get them a sale or
two quicklybecause that fires them up.When you start
the Debt Snowball and in the first few days payoff a
couple of litdedebts, trustme, it lights yourfire. I don't
care if you have a master's degree in psychology; you
needquickwinsto get fired up.And getting fired up is
super-important.

Most financial advisers recommend that their clients pay
down high-interest debt first in order to optimize the impact of
their money. But Ramsey's not trying to solve an optimization
problem; he's trying to solve an Elephant problem. The reason
people get themselves into financial trouble, he knows, is that
they lose control. They begin to feel powerless in the face of a
mountain of debt. And you can't combat powerlessness with
math.You combat it by proving to people that they can win. If
you pay$185 toward a $20,000 debt on a high-interest credit
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card, you're still going to feel hopeless. But if you completely pay
off a$185 overdue utilitybill, youcan cross it off yourlist. You've
won a victory overdebt.

Ramsey is using the same strategy as the Fly Ladywith her
5-Minute Room Rescue—-if people are facing a daunting task,
andtheirinstinctis to avoid it, you've got to break down the task.
Shrink the change. Makethe change small enoughthat they can't
help but score avictory. Once people clean asingle room, or pay
offasingle debt, theirdread starts to dissipate, andtheirprogress
begins to snowball.

CLINIC

How CanYou Cut the Budget Without

Creating a Political Mess?

SITUATION Mary Carr istheCFO ofa university that isexperiencing significant

drops inenrollment. With fewer students, the university's tuition revenue isde

clining, leading to a budget shortfall. Carr's jobisto oversee meaningful budget

cutsacross aboutthirty different departments. [This wasa real situation.]

WHAT'S THE SWITCH AND WHAT'S HOLDING IT BACK? Carr needs

the heads of the university's departments to cutdepartmental budgets without

lotsof resistance orpolitical infighting. She hasalready made someprogress on

clarifying the goal: Her analysis reveals that department heads will need to cut

budgets by5 percentMost ofthem understands agree with the need tehctrt

back, butCarr thinks thereisa danger ofpeople dragging theirheels. Sheneeds

to make some quick progress onthe budget cuts, andthat depends primarily on

herability to motivate the department heads'Elephants.

HOW DO WE MAKE THE SWITCH?

• Direct the Rider. 1. Follow the bright spots. Can Carrfind somesuccess

stories aboutdepartment heads whofigured out howto savemoney increative
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ways (forexample, by installing sensor-controlled lighting/heating or byout

sourcing administrative functions)? Ifso, she should help to clone the success

acrossdepartments.

• Motivate the Elephant. 1. Shrink the change. The need to cut 5 per

cent is clear, but cutting isthe kind of taskthat inspires dread. "People tend to

panic a little when you say, 'We have to cutourbudget byfive percent/" says

Carr. How can she breakdownthe task?Well, as it turnsout, Mary Carris a Fly

Lady fan,andshe takes inspiration from the 5-Minute Room Rescue. Soshe picks

twoorthree budget lines every week—say, office supplies, training, andtravel—

and asksthe department headswhether theycancut5 percent out ofthose line

items. Carrreports, "Picking out tinychunks of work at a timestaysthe panic."

Carr is shrinking the change, making it less likely to engagethe Elephant's re

sistance. 2. Grow your people. Once the department heads havetackledthe

first threebudget lines, Carr wants to keep the momentum going. Shetellsthem,

"We're already onethird ofthe way there!"She isputting twostamps ontheir

car-wash cards—letting them know that they've already made great progress

towardthe goal.

• Shape the Path. 1. Buildhabits. Every Monday, like clockwork, Carrsends

outbudget updates. She requests updates andgives simple action items, suchas,

"Ifyou don't think you'll be ableto meetthe 5 percent cut in travel, call me

today." By using a very consistent andpredictable process, Carr triesto make the

cycle of budgetcuts more routine, more automatic. 2. Rallythe herd. Atone

pointinthe budget cutting, all thedepartment heads attendtheiryearly planning

retreat. On thefirst day, everyone seeswhatcutsall thedepartments made inthe

initial round.Then each department head spends sometime, overnight, planning

a round ofdeeper cuts.The next morning, they share theirproposed cutswith one

another. Carr says, "Everyone gotto seewhateach person wasalready cutting

andthe implications offuture cuts. And knowing that,the whole body madede

cisions, not just individual department heads. Everyone was looking at the uni

versity as a whole." In essence, thedepartment heads areexercising positive peer
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pressure ononeanother. Itbecomes thesocial norm to think ofcutsfrom the per

spective ofthe university asawhole (astrong, shared identity), rather thanfrom

the perspective of individual departments.

6.

One way to shrinkchange, then, is to limit the investment youre
asking for—only 5 minutes of housecleaning, only one small
debt. Another way to shrinkchange is to think of small wins—
milestones that are within reach. (Our dad, Fred Heath, who

worked overthirty years for IBM, would tellhis teamsthat when
' milestones" seemed too distant, they shouldlook for"inch peb
bles." Nice one, Dad.)

Saythat you're tryingto motivate your teenager to do some
housecleaning. Youmightembrace the 5-MinuteRoom Rescue to
overcome his initial resistance. But what if you also put a bit of
strategic thought into whichroom he starts with? You might ask
him to start hiswork in the tiny guest bathroom, because you're
confident thatafter 5 minutes of work, he'll have it gleaming. The
overall goal—cleaning thewhole house—is too distant to be mo
tivating, but if youcan engineer asmall win in the first 5 minutes,
it mightbuy youenough enthusiasm to pursue thenextmilestone.
(Then again, we're talking teenagers, sodon't counton it.)

If you've ever faced areally longdrive, no doubt you usedthis
technique on yourself. Maybe you thought about your journey
one town at a time, or anhour at a time, or maybeyou promised
yourselfa coffee stop after the next 75 miles. It's a lot easier to
think "75 miles to coffee" than to think "8.5 more hours of sit

ting here until I'm at Grandma's."
You can't count on thesemilestones to occurnaturally. To mo

tivatechange, you've got to plan for them.
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We've been talking about small wins atanindividual level—
using them to motivate a road-trip driver or a teenage house-
cleaner. But the same concept goes for large organizations. For
example, aman namedSteven Kelman hadto figure out awayto
create small wins in the federal government.

Kelman, a professor of public management at Harvard Uni
versity's Kennedy School of Government, got a call from the
Clinton administration in 1993, asking him to lead the Office
ofFederal Procurement Policy (OFPP). As the headofOFPP, he
would be responsible for reforming the government's procure
ment efforts. Procurement is the process by which people buy
things, and the government does a lot of procuring. In 2003, it
spent$320 billion on purchases of discretionary goods and ser
vices, a figure that includes everything from paper clips to heli
copters for the National Park Service. With that kind ofmoney
at stake, you can't have people running down to Bell Helicopter
and plopping down a credit card for a new helicopter. (On the
other hand, think of the airline miles.)

Kelman was reluctant to head up OFPP, knowing there was
a prettygoodchance that despite hisbestefforts nothingwould
change, but in theendheaccepted the job. Heknewexacdywhat
hewas getting into,because three years earlier, he'd writtenabook
about procurement reform.

There were lots of problems with procurement. Over the
years, the government hadestablished manyprotocols and pro
tectionsto prevent abuses ofvarious kinds.There weregood in
tentions behind these protections, but as they built up, layer
upon layer, they began to cause more harm than the abuses
they'd been designed to prevent. For instance, when making
purchase decisions, procurement officials couldnot useevidence
of vendors' "past performance." Asanexample, let's say the gov-
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ernment gave the company CodeLords a contract to develop
software, and the product CodeLords delivered was absurdly
behind schedule andinexcusably poor in performance. The gov
ernment would be barred from using that performance data
when evaluating CodeLords for adifferent job! (Imagine ifyou
had to select ahairdresser without regard to the wayhe cut your
hair in the past.)

Sometimes, too, the sheer quantity of rules was smothering
common sense. In one famous example, the Defense Depart
ment soughta supplier ofchocolate-chip cookies for the troops
and published a20-page setof"milspecs," detailed specifications
that dictated, amongotherthings, ingredients, cookiesize, and
baking process. These requirements led to outrageously high
cookieprices because companies that actually understood how to
produce lots of cookies efficiendy—say, Keebler or Nabisco—
wouldnever bidon the jobbecause some part ofthe milspecs in
evitably conflicted with their standard way of doing things.
Meanwhile, the contract did not even stipulate that the cookies
tastegood.

As head of OFPP, Kelman wouldlead procurement reform,
but he didn'thave much structural power. He hadastaffofabout
twenty people, none of whom purchased anything significant.
The actual purchasing decisions were spread across dozens of

large federal agencies. Kelman would have to reform procure
ment by reforming the behavior of purchasing agents scattered
across the government.

If ever therewas anunderdog story, this is it. To put the gov
ernment's$320 billion in discretionary purchases in perspective,
that's aboutthe sameamount ofmoney it would take to purchase
everything that's produced in ayear by the entirecomputerhard
ware industry—all the Dell laptops, IBM mainframes, Seagate
drives, and others. And then you'dstillhaveenough money left
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over to buy every car and every car part produced by the auto
mobile industry.

Thousands of people in the government are involved in pro
curement, and their desire to please Bill Clinton, the new presi
dent in 1993, is tempered by the knowledge that Clinton will be
gone in four years (or, worst case, eight). Into thisvast, sprawling
sand trap ofinertia walks oneguynamed Steven. He's a professor,
no less. He wrote a good book about the sand trap. Now he's on
thehookto fix it, yethedoesn't control anyof it (except for twenty
grains of sand on the eastern periphery). Youmightas well hire a
computer-sawy reporter named Phil to overhaul the computer
industry.

Kelman knewhe'd have to make some progress quickly orelse
he'd be dismissed. "If an example of successful change could
somehow beachieved quickly, it mightbepossible to use that to
setother changes in motion," hewrote later. Hesought avictory
that would be fast, achievable, and visible—a small win that

would work for all ofhis constituents, whether the Defense De

partment or the Health andHuman Services Department. If he
could get their Elephants moving with an easy mission—the gov
ernment equivalent of the 5-Minute Room Rescue—he thought
hewould be able to keep themmoving.

Oneday, aconversation withagovernment employee sparked
an idea. The employeetold Kelman that when she needed sim
ple, inexpensive items, such as a few computer disks, the pro
curement rules made it impossible for her to walk to the
computer superstore across the street and buy them. She found
this limitation was infuriating.

Kelman spotted an opportunity. He went to the senior pro
curement executives andissued a challenge: / wantyou todouble
your agency's use ofgovernment credit cards over the nextyear. (No
tice theprecision of thechallenge, klathe 1% milkcampaign. By
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being specific about tne behavioral change, Kelman was directing
hisconstituents' Riders.) Inhis vision, anytime employees needed
something small—computer disks or a replacement hard drive
or a carton ofoffice paper—they shouldbe able to marchacross
the street, armed with their credit cards, andpurchase what they
neededon the spot. Kelman asked the agencies to makea formal
"Pledge" to embrace the idea. The agencies were supportive, so
Kelman pushed further. Over the next year, he organized four
more pledges.

The second pledge was abiggie: Kelman asked the agencies to
break with the tradition ofignoring past performance. He knew
this would be a tough sell, sohe decided to push for it publicly
onlywhenhewas sure hehadatleast eight agencies onboard. He
hit the phones, andhisemployees andadvisers rallied the people
in theirnetworks. Eventually, histeamhadeightagencies signed
up, but hewasn't finished. "After we got to nine agencies, partic
ipation started snowballing, andsoon wecould say to the hold
outs, Almost everyone but youis participating.'" (This outcome
foreshadows a pointthatwe make in Chapter 10aboutbehavior
being contagious. Kelman managed to address all three parts of
the framework—directing the Rider, motivating the Elephant,
and shaping the Path.)

In the end, twenty different agencies agreed to takethe "Past-
Performance Pledge/' To ensure that the pledge would be taken
seriously, Kelman prodded theagencies to identify fifty-eight up
coming contracts in which they would explicitly consider past
performance.

With the pledges, Kelman turnedanunspeakable level ofbu
reaucratic inertia into demonstrable forward momentum. Five

years later, in an internal survey, 70 percent of frondine employ
ees said that they were proponents of procurement reform. The
Brookings Institution, a well-respected think tank, published a
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studyin 1998 thatgraded thesuccess ofvarious "reinventing gov
ernment" initiatives attemptedover the previous eightyears. Kel-
man's procurement reform was the only initiative that earned an
"A." A single guy had managed to come in and catalyze a big
change in the federal government.

7.

When you engineer early successes, what you're really doing is
engineering hope. Hope is precious to a change effort. It's Ele
phant fuel.

Once people are on the path and making progress, it's im
portant to make their advances visible. With some kinds of
change, such as weight loss, progress iseasy to measure—people
can stepon ascale. Unfortunately, there's no off-the-shelfscale for
"new-product innovation" or"reduced carbon impact." Where
do you find a yardstick that can measure the kind of changes
you're leading?

Solutions-focused therapists, whom wementioned in Chap
ter2 in the Rider section, create their ownyardsticks. Recall that
they ask their patients the Miracle Question: "Imagine that in
the middle of the night, while you are sleeping, a miracle hap
pens, andall the troubles you brought here are resolved. When
youwake up in the morning, howwillyou know?"

These therapists know that the miracle can seem distant to
their patients and thattheyneed tokeep their patients motivated
and hopeftd enroute to thedestination. Todoso, they've devised
awayof quantifying progress toward the miracle. They create a
miracle scale ranging from 0 to 10, where 10 is the miracle. In
fact, in thevery first session theyoften ask their patients where
they'd score themselves. Patients often report back thatthey're at
2 or 3, which prompts anenthusiastic response from the thera-
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pists. Wow! You're already20 percent ofthe way there! Sound fa
miliar? The therapists are putting two stamps on their patients'
car-wash cards. .

As the sessions continue, the therapists continue to track pa
tients' self-reported progress. The therapists are trained to cel
ebrate every incremental victory—toreact with delight when a
patientreports advancing from 3 to 4.This response is counter
intuitive for most of us. How many sales managers dance a jig
upon hearing that their reps are 40 percent of the way to a
quota? But this encouragement is critical, because it's self-
reinforcing. When you've celebrated moving from 1 to 2, and
then from 2 to 3, you gain confidence that you can make the
next advance.

The otheradvantage ofscaling the miracle is that it demysti
fies the journey. Let's say you're workingwith your junior-high-
age son who is painfully shy. Maybe the miracle for your son
would be the ability to ask a girl to the school's homecoming
dance. This feat is presendy unthinkable to your son, but you
and he have been able to talk about his shyness—he acknowl
edges it and dislikes it-—and by virtue of that conversation, he
may already be at 2 on the scale.

An SFBT therapist wouldaskyourson,"What would it take
to getyou to 3? Let's not talkabouthowwe canpole-vault up to
the miracle—we're not thereyet. Let's talk about 3."

Maybe for yourson, reaching 3 wouldinvolve something sim
plelikeasking agrocery store employee where the toothpaste aisle
is. If he did that, he'd prove that he could interact successfully
with atotalstranger, andin doingso, he'd getto see himselfmov
ingtoward the miracle. The value of themiracle scale isthat it fo
cuses attention on small milestones that are attainable and visible

rather than on the eventual destination, which may seemvery re-
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mote. It's likeclimbing atall ladder and focusing on the next step
rather thangawking upatthetop. There maybemanymoresteps
to go, but youcan take comfort thatyou're making real progress
in the rightdirection.

Notice, once again, how often Elephant appeals and Rider
appeals can overlap. In this case, your son's Rideris gettingvery
clear direction—Ask the clerk about the toothpaste—at the same
time as his Elephant is getting litde boosts of hope—Maybe I
don't have to beso shyforever.

By using the miracle scale, you always have a clear idea of
where you're going next, and you have a clear sense ofwhat the
next small victorywillbe.You're movingforward, and,evenbet
ter, you're getting more confident in yourability to keepmoving
forward.

8.

NFL coach Bill Parcells, who won two Super Bowls as coach of
the New York Giants, supports the notion that "even small suc
cesses can be extremely powerful in helping people believe in
themselves." In an article published in Harvard Business Review,
he continued:

In trainingcamps,therefore, we don't focus on the ulti

mate goal—getting to the Super Bowl. We establish a

clear set of goals that are within immediate reach: were

going to be a smart team; were going to be a well-
conditioned team; we're going to be a team that plays
hard; were going to beateam that has pride; were going
to beateam thatwants to wincollectively; weregoing
to be a team that doesn't criticize one another.
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Whenwestart acting inways thatfulfill these goals,
I make sure everybody knows it. I accentuate the posi
tive at everypossible opportunity, andat the same time

I emphasize the next goal that we need to fulfill. If we

have a particularly good practice, then I call the team

together andsay, "Wegotsomething donetoday; we ex

ecutedwell. I'm verypleased with yourwork. But here's

what I want to do tomorrow: I want to seeflawless spe

cial teams work. If youaccomplish that,wewillbe ready

for the game on Sunday."

When you setsmall, visible goals, andpeople achieve
them, they start togetit into their heads thatthey can suc
ceed They break the habitof losing andbeginto getinto

the habitof winning, [emphasis added]

Former UCLA coach JohnWooden, one of the greatest col
lege basketball coaches ofall time, once said, "Whenyouimprove
a litde each day, eventually bigthings occur.... Don't look for
the quick, big improvement. Seek the small improvement one
day atatime.That's theonlywayit happens—and whenit hap
pens, it lasts."

Coaches are masters ofshrinking thechange. Bypushing their
teams to attain a sequence of "small, visible goals," they build
momentum. Psychologist Karl Weick, in a paper called "Small
Wins: Redefining the Scale of Social Problems," said, "A small
win reduces importance ('this isno bigdeal'), reduces demands
('that's all that needs to be done'), andraises perceived skilllevels
CI can do at least that')." All three of these factors will tend to

makechange easier andmoreself-sustaining.
Let's not get too rosy-eyed here, though. Any important

change isnot going to feel like asteady, inevitable march toward
victory. It won't simply be an unbroken string of small wins.
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(Don't forget there are lots of coaches who retired having never
won achampionship.) More typically, youtake onestep forward
and 1.3 steps back and 2.7 steps forward andthen6 steps to the
side, and at that moment, a new CEO will come in and declare

a new destination.

No one can guarantee a small win. Lotsof things are out of
our control. But the goal is to be wise about the things that are
under our control. And one thing we can control is how we
define the ultimate victory and the small victories that lead up
to it.

Youwant to select small winsthathave two traits: (1) They're
meaningful. (2) They're "within immediate reach," as Bill Parcells
said. And if you can't achieve both traits, choose the latter! (The
5-Minute Room Rescue wasn't very meaningfiil by itself, but it
madegreat change possible.)

David Allen, author of Getting Things Done, the quintessen
tial personal productivity book, echoes the importance of setting
goals thatare withinreach. Hesays thatmostpeople make a fun
damental mistake when theycreate their to-do lists: Theydash off
lots of items: "collect expenses," "deal with Helen," "work on
slideshow," "tires," and so on. InAllen's judgment, these people
are sabotaging the likelihood of action by being too murky. He
says it's critical to askyourself, "What's the next action?" Here's
Allen:

People in my seminars often have things on their lists
like"Get a tune-up for the car." Is "Get a tune-up" a
next action? Not unless you're walking out with wrench
in hand, dressed for grease.

"So what s the next action?" [said Allen]

"Uh, I need to take thecar to the garage. Oh, yeah,
I needto find out if thegarage can take it. I guess I need
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to call the garage and make the appointment." [said a
seminarparticipant]

"Do you havethe number?"

"Darn, no ... I don't have the number for the

garage. Fred recommended that garage to me, and I
don't have the number. I knewsomething was missing
in the equation."

And that's oftenwhathappens with somany things
for somany people. We glance at the project, andsome

partof us thinks, "I don't quite have all the pieces be

tweenhereand there." We know something is missing,

but we're not sure what it is exacdy, sowe quit.

When a task feels too big,the Elephant will resist. It is no ac
cident that Alcoholics Anonymous challenges recovering alco
holics to get through "one day at a time." AA is shrinking the
change. To an alcoholic, going a lifetime without another drink
sounds impossible. But going 24 hours sounds doable.

Here is the way Al-Anon explains the "one day at a time"
mantra: "In most cases, we cannotanticipate everypossible turn
of events, and no matterhow diligendy we are prepared, we are
eventually caught offguard. Meanwhile, we've expended somuch
time and energy trying to predict future events, soothe future
hurts, and prevent future consequences that we havemissed out
on today's opportunities. And the magnitude ofthe taskwe have
set for ourselves has left us drained, overwhelmed, and dis

traught."

9.

Small targets lead to small victories, andsmall victories canoften
trigger a positive spiral of behavior. Marriage therapist Michele
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Weiner-Davis wrote about her clients Paula and George, who'd
beenmarried for eight years but hadbeen fighting consistendy for
the previous two.Weiner-Davis hadbeen counseling the couple
for awhile, andthey'd made some progress but nothingdramatic.
Then camethe breakthrough—a kiss.

One morning, George kissed Paula. The kiss surprised her,
caught her off guard a little, and madeher happy. Being happy
prompted her do a little thing she hadn't done in a while: She
brewed a pot of coffee. "We used to drinkcoffee together often,
but lately the tradition has fallen by the wayside," she told the
therapist.

George smelled the coffee and came down for a cup. He and
Paula had a pleasant conversation. Both of them said the morn
ing made them feel more "relaxed and lighthearted." Paula re
ported that her coworkers noticed the difference in her attitude
that day. Even George and Paula's kids seemed affected by the
halo of good feelings—they were more relaxed that evening, less
argumentative. George's kiss launched a positive spiral.

Why did such alitde thing matter so much? Because it gen
erated hopethat change was possible.

It's a theme we've seen again and again—big changes come
from a succession of small changes. It's OK if the first changes
seem almost trivial. The challenge isto get theElephant moving,
even if the movement is slow at first. So don't ask the indebted

couple to pay down their high-interest credit card bill; ask
them to wipe out their utility bill. Don't ask government em
ployees to embrace a new regime of procurement; ask them to
double their spending on government credit cards. Don'task a
couple to stop fighting; ask thehusband to give his wife asimple
good-morningkiss.

The Elephant has no trouble conquering these micro-
milestones, and as it does, something else happens. With each
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step, the Elephant feels less scared and less reluctant, because
things are working. With each step, theElephant smtsfeelingthe
change. A journey that started with dread is evolving, slowly,
toward a feeling of confidence and pride. And at the same time
the change is shrinking, the Elephant isgrowing.



Grow Your People

1.

The St. Lucia Parrot exists only on the Caribbean island of St.
Lucia. It's gorgeous, withavivid turquoise blue face, limegreen
wings, and a striking red shield on its chest. In 1977, onlyone
hundred St. Lucia Parrots were left on the island. The popula
tion had been decimated by habitat destruction, hunters, and
people who trapped them to use as pets. The St. Lucia Parrot
seemed doomed; in thewords of onebiologist, thespecies "could
not escape oblivionby the year 2000."

Enter anunlikely savior: college student Paul Buder. In 1977,
Buder was finishing his last year of studies at North-East Lon
don Polytechnic. Buder's passion was conservation, and he'd pre
viously spent five weeks completing a field research expedition in
St. Lucia, where he'd studied the parrot and submitted recom
mendations for preserving the species.

Just before graduation—"with unemployment staring me in
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the face," said Buder—he received a letter from the head of St.

Lucia's forestry department. To Buder's astonishment, he was of
fered a job. Impressed with Buder's recommendations, the head
of forestry asked if Butler was interested in returning for six
months as the department's conservation adviser. The job paid
$200 amonth,and Buder could stay in agovernment "rest hut."
Budercouldbarely believe hisluck.Hewas 21 years old,andthe
government of a beautiful Caribbean island was asking for his
help in saving an endangered species.

Buder's recommendations to the government had been
straightforward: (1) Beef up the punishment for capturing or
killingthe parrot, from a trivial fine to an enormous fine plusa
jail term. (2) Establish within an existing forestry reserve a"par
rot sanctuary" that would protect the parrot's habitat. (3) Raise
money for the operation of the reserve by licensing "rain-forest
tours," which would offer tourists the chance to see the reserve

and its star attraction.

A quick time-out: Notice that these recommendations—
changing laws, enforcing new penalties-—are exacdy the sorts of
things that we shy away from in this book, because most of us
don't have those tools in ourkit. Buthere's the thing: Buderdidn't
have those tools, either. And neither did the forestry service. For

Buder's recommendations to be put into practice, the island's laws
would need to change, which meant, in turn, that the public
would have to get behind the initiative. So Buder, fresh out of
college, working with the forestry department, andarmed with a
budget in thehundreds of dollars, hadto figure out awayto rally
the people ofSt. Lucia behindaparrot thatmostofthem took for
granted (and someofthem ate).

There was no clear economic case for savingthe parrot. It
wasn't the linchpin of an ecosystem, and the sad truth was that
most St. Lucians probably wouldn't notice if it disappeared
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completely. Buder knew he couldn't make an analytical case for
protecting the bird. He'd have to makeanemotional case.

In essence, Buder's goal was to convince St. Lucians that they
were the kind ofpeople who protected their own. In public events,
Buder stressed, "This parrot isours. Nobodyhas thisbut us.We
need to cherish it and look after it." He did everything in his
powerto make the publicmore familiar with the bird. He hosted

St. Lucia Parrot puppetshows, distributed T-shirts, cajoled alocal
band to record songs about the bird, convinced local hotels to
printup bumperstickers, recruited volunteers to dress up in par
rot costumes and visit local schools, and asked local ministers to

cite relevant Bible verses (for instance, verses that instructed be

lievers to begood stewards of thethings thatwere in their trust).
He even talked a telecom company into printing up St. Lucia
Parrot calling cards. On onecard, the parrot was displayed next
to the bald eagle, which was like putting Selma Hayek next to
Dick Cheney. It was clear who had the better-looking national
bird.

The St. Lucians began to embrace their parrot, as though it
hadalways been a part of their national identity. Polls commis
sioned byBuder showed adramatic rise in public support for the
bird. The wave of public support made it possible to pass into
law the recommendations that Buder and the forestry depart
ment, headed up by Gabriel Charles, hadproposed.

As the years passed, the species came back from the brink.
At last count, there were between six hundred and seven hun

dred parrots—an astonishing increase for a species that had
been writtenoff. Poaching stopped completely. "No St. Lucian
has been caught shooting aparrot for fifteen years," said Buder
in 2008.

In 1988, thegovernment gave Buder full citizenship and later
awarded him the St. Lucia Medal of Merit, one of the country's
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highest honors. He had shown St. Lucians what it meant to
take pride in their identity, and in the process, he'd become a
St. Lucian himself.

2.

Other people noticedwhat Buder accomplished. In the mid-
1980s, aboard memberfrom Rare, aconservation organization,
asked Buder ifhe would come to St. Vincent and do what he had

done in St. Lucia. Intrigued, BuderjoinedRare, workingalong
side St. Vincent's forestry division and its chief forest officer.
Within a year, die island passed laws to protect its own native
parrot.

Buderand the otherleaders ofRare realized they had cracked
one of the most pressing problems of conservation. It's very dif
ficult to protect the precious areas of theworldwithout the sup
portofthe residents ofthose areas, but Rare had proved it could
inspire those residents to care abouttheirenvironment. So Rare
conservationists resolved to launch similar projects, which they
began to call "Pride campaigns," all around the world. By2009,
Rare had successfully launched 120 Pride campaigns in 50 dif
ferent countries from Panama to Indonesia. (Full disclosure: In

spired by thiswork,DanHeath joined Rare's board oftrustees in
2009.) Pride campaigns focused onanimals ranging from the log
gerhead turdeto the Napoleon wrasse, abrilliant blue fish whose
habitat is coral reefs.

We've seen that onewayto motivate a switch is to shrinkthe
change, which makes people feel "big" relative to the challenge.
But here we're seeing something different. Paul Butler didn't
shrinkthe change. Instead, he grew the people. He madethe St.
Lucians swell with pride over their parrot—a species that exists
nowhere else. He inspired them to feel more determined, more
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ready, more motivated. And when you build people up in this
way, they develop the strength to act.

3.

Rare's success in motivating people in fifty countries suggests
that something universal is at work here. Confirmationof that
comes from the research ofJames March, a professor of politi
cal science at Stanford University. March says thatwhen people
make choices, they tend to relyon one of two basic models of
decision making: the consequences model orthe identity model.
The consequences model is familiar to students of economics.
It assumes thatwhen wehave adecision to make, weweigh the
costs and benefits of our options and make the choice that
maximizes our satisfaction. It's a rational, analytical approach.
This is the approach that Paul Buder knew would fail with
St. Lucians, because there simply wasn't a strong cost/benefit
case for the parrot.

In the identity model of decision making, we essentially ask
ourselves three questions whenwe have adecision to make: Who
amI? What kindofsituation is this? What would someone like me
do inthis situation?Notice what's missing: any calculation of costs
and benefits. The identity model explains theway most people
vote, which contradicts our notion ofthe "self-interested voter."

It helps to shed light on why an auto mechanic in Oklahoma
would voteagainst aDemocrat who'd give him health insurance,
and why a Silicon Valley millionaire would vote against a Re
publicanwho'd cut her taxes.

Generally, when weuse theword identity, we're talking about
an immutable trait of some kind—such as a racial, ethic, or

regional identity. But that's a relatively narrow use of the term.
We're notjust born with an identity; weadoptidentities throughout
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our lives. We aspire to be good mothers or fathers, devout
Catholics or Muslims, patriotic citizens, andso on.

Or consider aprofessional identity, such as being a"scientist."
Clearly, you're not born a scientist. It's an identityyou seekout
and one that others, such as your professors and mentors, con
sciously cultivate in you. As you develop andgrow in that iden
tity, it becomes anincreasingly important part ofyourself-image
and triggers the kind of decision making that March describes.
For instance, imagine that as a science professor teaching chem
istry, you had a lucrative opportunityto consulton the toxicity
study of a new drug for a big pharmaceutical company. From a
consequences pointofview, the decision to accept the jobwould
be a no-brainer—the work might pay far more than your uni
versity salary. But from anidentity point ofview, the decision to
accept the job would seem less clear-cut. You'd wonder what
strings were attached, what subde compromises you'd have to
maketo please the client. You'd wonder, "What wouldascientist
like me do in this situation?"

Because identities are central to the way people make
decisions, any change effort that violates someone's identity
is likely doomed to failure. (That's why it's so clumsy when
people instinctively reach for "incentives" to change other
people's behavior.) So the question is this: How can you
make your change a matter of identity rather than a matterof
consequences?

4.

Lovelace Hospital Systems in Albuquerque, New Mexico, was
concerned aboutthe rapid turnover amongits nurses. Its turnover
rate wasn't anyworse than the national average (between 18 and
30 percent per year), but that was small comfort.When nurses
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left, replacing them costalot of money, morale suffered, and pa
tient care was put at risk during the transition period.

Kathleen Davis, a registered nurse andvice president ofhos
pital operations, decided to try an unconventional approach to
analyzing the turnover problem. She hiredSusan Wood, a con
sultant who specialized in Appreciative Inquiry, a process for
changing organizations by studying what's working rather than
what's not (this isanother example of thebright-spots focus that
we discussed in Chapter 2).

Wood and Davis decided not to investigate why so many
nurses were leaving. Instead, they began to explore why other
nurses werestaying. In a hospital with three hundred nurses, the
team interviewed more than one hundred. Wood asked nurses

whatmade their jobs satisfying. She recalled, "These nurses were
beaten down and overworked, but as soon aswe started them in

aconversation about what theywere good at, thetonechanged."
Davis andWood found thatthenurses whostayed atthehos

pital were fiercely loyal to the profession of nursing. In other
words, their satisfaction was an identity thing—the nobility of
thenursing profession gave meaning to their work. Once thehos
pital administrators realized this, they knew they'd have to do
more to help thenurses cultivate their identity. For instance, they
began to find ways torecognize people for extraordinary nursing
performance. They developed a neworientation program that
stressed the inherendy admirable nature of nursing work. They
created mentorship programs tohelp nurses improve their knowl
edgeand skills.

The first hint that something hadchanged was evident on
the annual employee satisfaction survey. Nursing satisfaction
scores increased markedly in multiple categories, particularly
"communication"—all those interviews and conversations about

identity had an impact. Buttheimpact wentbeyond thesurvey:
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Over the following year, turnover decreased by 30 percent. And
then the success made anunexpected leap: On regional surveys,
Davis and Wood started seeing improved ratings on patient
satisfaction with Lovelace Hospital.

It's critical to realize that these identity stories aren't just spe
cial case situations, confined to scientists or nurses or St. Lucians.

Identity is going to play a role in nearly every change situation.
Even yours. When you think about the people whose behavior
needs to change, askyourselfwhether theywould agree with this
statement: "I aspire to be the kind of person who would make
this change." If theiranswer is yes, that's an enormous factor in
your favor. If theiranswer isno, then you'll haveto work hardto
showthem that they shouldaspire to adifferent self-image. And
that's exactly what Paul Buder did in St. Lucia. He convinced the
island's citizens to think, "This isourbird—ifwewant to be good
St. Lucians, we'dbetterprotect it."

To see what this means in a business context, consider a firm

that inventedanidentitythat subsequendy became the engine of
its success. The firm is Brasilata—its a US$170 million manu

facturing firm in Brazil that produces various kindsof steel cans.
As you'd imagine, the can manufacturing industry is relatively
mature—notmuch growth, not much excitement. But Brasilata
defies the stereotype ofaboring, stuck-in-its ways manufacturer.
In fact, it has one of the bestreputations for innovation of any
company in Latin America.

How does a manufacturer of cans become known as an in

novator? Brasilata's founders were inspired by the philosophy of
Japanese car manufacturers like Honda andToyota, which em
powered their frondine employees to take ownership of their
work. For instance, atToyota, anyemployee who spottedadefect
couldstop the assembly line (this wouldhave beenunthinkable
in Detroitat the time).Toyota andHondaalso actively solicited



Grow Your People 157

ideas for innovation from their employees. In 1987, the founders
ofBrasilata launched anemployee-innovation program modeled
on the Japanese forerunners.

A new identity was the core of the program. Employees of
Brasilata became knownas "inventors," andwhennewemployees
joined the firm, theywere asked to sign an"innovation contract."
This wasn't simply feel-good language. Top management chal
lenged employees to beonthelookout for potential innovations—
ideas for how to create better products, improve production
processes, andsqueeze costs out of the system. Procedures devel
opedwithin the factory made it easy for inventors to submittheir
ideas. The program succeeded beyond anyreasonable expecta
tions. In 2008, employees submitted 134,846 ideas—an average
of 145.2 ideas per inventor! This figure puts Brasilata on par with
theJapanese trendsetters that had inspired theprogram.

Many of thesuggestions led tothedevelopment ofnewprod
ucts. For instance, in late 2008, Brasilata came upwithanewap
proach for steel cans designed to carry dangerous or flammable
liquids. To meet United Nations standards, such cans must be
able towithstand adrop from 1.2 meters (roughly 4 feet). Tradi
tionally, most manufacturers had reached this standard bythick
ening the metal layers, which used up more raw material and
required new production processes. And the reinforced designs
weren't foolproof—the metal seams were prone to split if a can
landed on an edge.

Brasilatas inventors suggested a new design, inspired by car
bumpers that collapse on impact. Theirnewsteel can deformed
slighdy on impact, reducing stress on the critical seam. The new
design resisted impact better while also reducing theamount of
steel in the can.

The inventors have led Brasilata through emergencies. In
2001, a severe energycrisis—the "blackoutsyndrome"—forced
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the government of Brazil to ration energy. Businesses received a
strict quotaof electricity. The inventors went to work dreaming
up power-saving ideas—hundreds ofthem.Within a fewweeks,
Brasilatas energy consumption was reduced by 35 percent, falling
belowthe company's quota andallowing the companyto resell its
extra energy.

Another unexpected idea was jointly suggested by two em
ployees: Eliminate ourjobs; they're notnecessary anymore. The idea
was accepted, but the company found a new place for the em
ployees. Brasilata has a no-dismissal policy and also distributes
15 percent of its net profits to employees. It's no surprise that
Brasilata consistently appears on "best places to work" lists in
Brazil.

Let's remember something: This "inventor" identity, which
has fueled business success andemployee satisfaction, was made
up. None of Brasilatas employees were born"inventors." The
identitywas introduced to them, andthey likedthe soundof it.
It seemed to be a mantleworth wearing. Being an inventorhas
becomea source of pride andstrength.

5.

If cultivating an identity sounds daunting, take heart. A classic
studyin psychology shows that youcan start with small steps. In
the 1960s, two psychologists from Stanford University, Jonathan
Freedman andScott Fraser, asked aresearcher to godoor-to-door
in anupscale neighborhood in Palo Alto, California. When home
owners answered the door, the researcherannounced himself as

a volunteer for "Citizens for Safe Driving" and asked whether
they would allow a billboard reading "Drive Carefully" to be
installed on their lawns. They were shown a photo of the
billboard on the lawn of a different house, and it was a real
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eyesore—crudely constructed and so enormous that it obscured
much of the front of the house. The home owners were assured

that the signwould make "just a small hole in your lawn."
No doubt if thisvolunteer knocked on yourdoor, you'dhave

acolorful response. And, indeed, 83 percent ofthe home owners
passed on the "opportunity." But here's the twist: In a different
neighborhood, the researchers used asimple technique thatmore
than quadrupled the number of yesses!

The technique was remarkably subde: Two weeks earlier, the
same home owners had been approached byavolunteer claiming
to represent a different driver-safety organization. They were
asked to put a tiny "Be a Safe Driver" sign—less than half the
size ofa postcard—in thewindowoftheircar orhome.The vol
unteersaid the sign was intended to makecitizens moreaware of
the need to drive carefully. This seemed such a trivial commit
ment thatalmost all of thehomeowners said yes. Theirlittle-yes
seemed to pave the way for the big-yes. When the researchers
came back two weeks later and asked the home owners to install

the eyesore billboard, 76 percent accepted it. Freedman and
Fraser called this strategy a"foot in thedoor" technique. Accept
ingthetiny driver-safety sign gready increased thelikelihood that
thehome owners would accept the gigantic driver-safety sign.

Then the results got even stranger. Volunteers approached a
third group ofhomeowners withadifferent request. Rather than
being presented with the tiny sign about driving safety, home
owners in the third group were asked to sign apetition to "Keep
California beautiful." Hard tooppose that, so again almost every
onecomplied. Then twoweeks later, those petition-signers were
approached abouthosting theeyesore billboard, andhalfofthem
said yes! That's three times the acceptance rate of the home own
ers who hadn't signed the petition.

This result confused even Freedman and Fraser. They hadn't
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expected the "Keep California beautiful" petition to be a "foot
in the door" for a commitment to driver's safety. The two do
mains were completely unrelated. After some reflection, they
speculated thatthe petition signing mighthave sparked ashiftin
the home owners' own sense of identity. Freedman and Fraser
wrote,"Once [the home owner] has agreed to the request, his at
titude may change, he may become, in hisown eyes, the kind of
person who does this sortof thing, who agrees to requests made
by strangers, who takes action on things he believes in, who co
operates with good causes."

In asense, signing the petition became evidence to the home
owners that they were "concerned citizens," and this subdeshift
in identity led to ashift in theirbehavior. Twoweeks later, when
theywere approached with theoptionto put abillboard on their
lawns, theysubconsciously asked themselves James March's three
identityquestions: Who amI? What kindofsituation isthis? What
would someone like medo in this situation? If you consider your
selfto bea"fit in with the neighbors person," you'll denythe re
quest. If you consider yourself to be an "immaculate lawn
person," you mightassault the researcher. But if you're a newly
hatched "concerned citizen," you'll find it honorable to host the
sign.

6.

Now, let's be clear: The Freedman-Fraser study is kind of sleazy.
We'll try to separate the sleazy part from the science part.

The sleazy part is the deception. The home owners are being
tricked into doing something stupid. None of the other exam
ples we've provided of building identity hinges on this kind of
deception. Is it deceptive to persuade people to rally behind a
national bird? To cultivate professional pride in nurses? To
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encourage employees to act like inventors? Ofcourse not. No one
at Brasilata would have been disturbed to hear the CEO say,
"We're trying to get you to think andactmorelike an 'inventor'
because that will make our company more competitive and in

novative." The yard-sign study isdifferent: Home owners would
indeed have been offended if Freedman and Fraser had come

clean and said, "We're asking you to sign this petition so that,
twoweeks from now, we can dupe youinto puttingagiant bill
board on your lawn."

Leaving aside the sleaze factor, the science of the billboard
study says something pretty remarkable. It shows us that people
are receptive to developing newidentities, thatidentities "grow"
from small beginnings. Once youstart seeing yourself as a"con
cerned citizen," you'll want to keep acting like one. That's tremen
dously good news for someone leading achange effort. It means,
for example, thatif you can show people whytheenvironment is
worthcaring about, it won't take years for themto think ofthem
selves as "environmentalists." It tookonlya few days for thehome
owners to think of themselves as "concerned citizens."

7.

There isaproblem, though. A new identity can take root quickly,
but living up to it isawfully hard. For instance, it probably took
awhile before Brasilatas employees were any good atinventing.
At first, they probably struggled tocome upwith any suggestions
for thecompany, and they might have felt like impostors calling
themselves "inventors."

We can empathize.At different times in our lives, both ofus
(Chip and Dan) were urged byour significant others to take salsa-
dancing lessons. This was not our first choice ofweekendactivi
ties, but weagreed to give it ashot. The fantasy was anattractive
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one—we could picture ourselves withourpartners, fxxll of passion
and artistic flair, drawing envious glances from passersby. No
question: This "dancer identity" hadappeal.

It did not take us long to realize how deeply misguided our
fantasies were. All too quickly, we discovered that salsa isa sadis
tic style of dancing created for the purpose of making middle-
aged men feel ridiculous. Salsa requires an array of sensual hip
movementsthatwe foundstructurally implausible. We managed
to perform thisbeautifid dance with all the seductive force of Al
Goregiving a lap dance.

We did not continue with our salsa lessons.

Here's the thing: When you fight to makeyourswitch, espe
cially onethat involves anewidentity, youandyouraudience are
going to have Salsa Moments. (Don't worry, we're not going to
adopt thatas abuzzphrase.) Anynewquest, even onethatisul
timately successful, is going to involve failure. You can't learn to
salsa-dance without failing. You can't learn to be an inventor, or
anurse, orascientist, without failing. Nor can you learn to trans
form the way products are developed in your firm, or change
minds about urban poverty, or restore loving communication
withyour spouse, without failing. And theElephant really, really
hates to fail.

This presents a difficulty for you when you are trying to
change orwhenyou're trying to lead change. You knowthatyou
oryour audience will fail, and youknowthatthe failure will trig
ger the"flight" instinct, just as thetwo ofusfled our salsa lessons.
How do you keep the Elephant motivated when it faces a long,
treacherous road?

The answer maysoundstrange: You needto create the expec
tation of failure—not the failure of the mission itself, but failure

en route. This notion takes us into a fascinating area of research
that is likelyto change the wayyouviewthe world.
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8.

Readthe following four sentences, andwrite down whether you
agree or disagree with each of them:

1. You are a certain kind of person, and thereis not much that

canbe done to really change that.

2. No matter what kind of person you are, you can always

change substantially.

3. Youcan do things differendy, but theimportant parts of who
you are can't really be changed.

4. You can always change basic things about the kind of per
son you are.

If you agreed with items 1 and 3, you're someone who hasa
"fixed mindset." And if youagreed with items 2 and4, youtend
to have a "growth mindset." (If you agreed with both 1 and 2,
you're confused.) As we'll see, which mindset youhave can help
determine how easy it willbe for you to handle failure, andhow
dogged you'll be in pursuing change. It might even determine
how successful you are in yourcareer.

People who have a fixed mindset believe that their abilities
are basically static. Maybe youbelieve youre a pretty good pub
licspeaker, anaverage manager, and awonderful organizer. With
a fixed mindset, youbelieve thatyoumaygetalitdebit better or
worse at those skills, but basically your abilities reflect the way
you're wired. Your behavior, then, isagood representation of your
natural ability, justas the swirled-and-sniffed first taste ofwine is
agood representation of thebotde you've bought.

If you are someone with a fixed mindset, you tend to avoid
challenges, because if you fail, you fear that others will see your
failure as anindication of your true ability andsee you as aloser
(just as abadfirst taste ofwineleads youto reject thebottle). You
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feel threatened by negative feedback, because it seems as if the
critics are saying they're better than you, positioning themselves
at a level of natural ability higher than yours. You try not to be
seen exerting too much effort. (People who are really gooddon't
need to try that hard, right?) Think about tennis player John
McEnroe as a young star—he had great natural talent but was
not keen on rigorous practice or self-improvement.

In contrast, people who have a growth mindset believe that
abilities are likemuscles—they can bebuiltupwith practice. That
is,with concerted effort, you can makeyourselfbetteratwriting
ormanaging orlistening to your spouse. With agrowth mindset,
you tend to accept more challenges despite the risk of failure.
(After all, when you try and fail to lift moreweight at the gym,
you don't worry thateverybody willmockyou as a"born weak
ling.") You seek out "stretch" assignments at work. And you're
more inclined to accept criticism, because ultimately it makes
you better. Youmaynot be as good as others right now, but you're
thinkinglong-term, in atortoise-versus-hare kind ofway. Think
Tiger Woods, who won eight major championships faster than
anyone in history and then decided his swing neededanoverhaul.

Fixed versus growth: Which are you? This isn't one of those
Cosmo Personality Quizzes in whichthere are no wronganswers
("Are you a Labrador retriever or a poodle?"). Carol Dweck, a
professor of psychology atStanford University, has spent herca
reer studying these twomindsets—she isthesource of the terms.
And her research results are clear: If youwant to reach your full
potential, you need agrowth mindset.

Dweck hasstudiedhow thesetwo mindsets influencethe per

formance ofOlympicathletes andvirtuoso musicians andevery
day businesspeople. In her must-read book Mindset: The New
Psychology ofSuccess, she makes an airtight case that a growth
mindsetwillmakeyoumoresuccessful atalmost anything. That's



Grow Your People 165

because people with agrowth mindset—those who stretch them
selves, take risks, accept feedback, and takethe long-termview—
can't help but progress in theirlives and careers.

Once you become aware of these concepts, you start to spot
the fixed mindseteverywhere. Lookat thewaywe praise ourchil
dren: "You're so smart!" "You are so good at basketball!" That's
fuel for the fixed mindset. A growth mindset compliment praises
effort rather than natural skill: "I'mproud ofhowhard youworked
on that project!" "I could tell you listened to your coach's com
ments—you really hadyour elbow under those jumpshots today."

Our salsa-dancing experience was aclassic example of a fixed
mindset failure. Aftertrying anunfamiliar movement for awhile,
we concluded, definitively, that we were Terrible Salsa Dancers
and were born that way. Andwequitbecause letting other people
see that natural lack of ability made us uncomfortable. Someone
withagrowth mindset never would have jumped to this conclu
sion. In fact, theynever would have expected to be anygood at
salsa early on. The mindsetwould make all the difference.

Which, of course, prompts an obvious question: Can people
with a fixed mindset learn to adopt agrowth mindset?

9.

In 2007, Dweckandtwo colleagues, Kali Trzesniewsi ofStanford
and Lisa Blackwell of Columbia, decided to run an experiment
on junior-high-school students: If they trained the students on
the growth mindset, would the kids get better at math?

Junior high is, as you know, a tough transition time for kids.
Most people have decidedly mixed memories of junior high, and
40 percent ofpeople actually rank adolescence as the worst time in
their lives. (Presumably theother 60 percent didn't have acne.) Just
as puberty begins to kick in, students move to new schools with
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harder work anda new crop of teachers who don't give them the
warmindividual attention they gotused to in elementary school.
Junior highisaturning point for fixed mindsetkids: Dweckfound
that in elementary school, fixed-mindset students do aboutas well
as growth-mindset students but in junior high suffer animmedi
atedrop in grades andthencontinue to slide in the next few years.

The students in Dweck's study often came up with fixed-
mindset explanations for their decline: "I am the stupidest." "I
suckin math." Noticehow they're talking abouttheirabilities as
permanent traits, as if they were saying, "My eyes are brown."
(Other students tended to place the blame elsewhere, saying
things like"I didn't do well because the teacher is on crack" or
"My math teacher is a fat male slut.")

Dweck and her colleagues set up a study for seventh-grade
math students in a school where 79 percent of students were
eligible for the federal free lunch program—exacdy the kind of
low socioeconomic environment in which students are at risk for

starting a pattern of academic failure. The control group was
taught generic study skills, and the experimental group was
taughtthe growth mindset.

The growth-mindset students were taught that the brain is
like a muscle that can be developed with exercise—that with
work, they could get smarter. After all, Dweck told them, "no
bodylaughs atbabies and says howdumb theyare because they
can't talk."

Classroom mentors asked the students to think about skills

they already had learned—Remember when you first stepped
onto a skateboard or played Guitar Hero}—and to recall how
practice hadbeenthekeyto mastering those skills. Students were
reminded that"Everything ishard before it iseasy," andthat they
should never give up because they didn't master something
immediately. In total, the students in the growth-mindset group
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received two hoursof"brain is like a muscle" training overeight
weeks. And the results? Astonishing.

Studentsin the control group who were taughtgeneric study
skills started out their seventh-grade year with math grades at
aboutaC+ level. Overthe course of the year, theirgrades slipped
to aC andthen toward C-. The "brain islikeamuscle" training,
however, stoppedthis slide andreversed it. The studentswho re
ceived it significandy outperformed theirpeers.

Some students made dramatic transformations. In Mindset,

Dweck reported, "One day, we were introducing the growth
mindset to a new group of students. All at once Jimmy—the
mosthard-core, turned-off, low-effort kid in the group—looked
up with tears in his eyes and said, 'You mean I don't haveto be
dumb?' From thatday on,heworked. Hestarted staying up late
to do his homework, which he never used to bother with at all.

Hestarted handing in assignments early sohecould getfeedback
and revise them. These kids nowbelieve thatworking hard was
not something that made you vulnerable, but something that
made you smarter."

The teachers, unaware of the experimental conditions their
students were assigned to,were asked to identify thestudents who
they thought had experienced apositive change during thespring
term. Seventy-six percent of the students they identifiedwere in
the "brain is like a muscle" training group.

Those results were dramatically out of proportion with the
intervention itself. Math is a cumulative topic, after all, and the
students in this experiment were already a third of the wayinto
the spring term. Two hours of instruction, in the junior-high
sandstorm of hormones and popularity and YouTube, should
have had all the transformative effect of an after-school lecture

on the Food Pyramid. Instead, two hours of training in how to
think about intelligence madestudents demonstrably betterat
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math. Dweck proved thatthegrowth mindset can betaught and
that it can change lives.

10.

In the business world, we implicidyreject the growth mindset.
Businesspeople think in termsof two stages: You plan, and then
you execute. There's no "learning stage" or"practice stage" in the
middle. From the business perspective, practice looks like poor
execution. Results are the thing: We don't care howya do it,justget
it done!

But to create and sustain change, you've got to act more like
acoach andless likeascorekeeper. You've gotto embrace agrowth
mindset and instill it in your team. Why is that so critical? Be
cause, as Harvard Business School professor Rosabeth Moss Kan-
terobserves in studying large organizations, "Everything canlook
like a failure in the middle."A similar sentiment is expressed by
marriage therapist Michele Weiner-Davis, who says that "real
change, the kind that sticks, isoften three steps forward andtwo
steps back."

If failure is a necessary part of change, then the way people
understand failure is critical. The leaders at IDEO, the world's

preeminent product design firm, have designed products andex
periences ranging from the first Applemouse to anewRedCross
blooddonation procedure. They understand the needto prepare
theiremployees—and, moreimportant, theirclients—for failure.

Tim Brown, the CEO ofIDEO, says thatevery design process
goes through "foggy periods." One of IDEO's designers even
sketched out a "project mood chart" that predicts how people
will feel atdifferent phases ofaproject. It's aU-shaped curve with
a peakofpositive emotion, labeled "hope," at the beginning, and
a second peak of positive emotion, labeled "confidence," at the
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end. In between the two peaks is a negative emotional valley la
beled"insight."

Brown says that design is "rarely a graceful leap from height
to height." When ateam embarks on anew project, team mem
bers are filled with hope and optimism. As they start to collect
data and observe real people struggling with existing products,
they find thatnewideas spring forth effordessly. Then comes the
difficult task of integrating all those fresh ideas into a coherent
newdesign. At this"insight" stage, it's easy to getdepressed, be
cause insight doesn't always strike immediately.

The project often feels like a failure in the middle. But if the
team persists through this valley of angst and doubt, it eventually
emerges with a growing sense of momentum. Team members
begin to test out their new designs, and they realize the im
provements they've made, and theykeep tweaking the design to
make it better. And they come to realize, we've cracked this prob
lem. That's whenthe team reaches the peak of confidence.

Notice what team leaders atIDEO are doing withthe peaks-
and-valley visual: They are creating the expectation of failure.
They are telling team members not to trust that initial flush of
good feeling atthebeginning of the project, because whatcomes
nextishardship and toil and frustration. Yet, strangely enough,
when theydeliver this warning, it comes across as optimistic.

That's the paradox of thegrowth mindset. Although it seems
to draw attention ta failure, and in fact encourages usto seek out
failure, it isunflaggingly optimistic. We will struggle, we willful,
we willbe knockeddown—but throughout, we'llget better, andwe'll
succeed in the end.

The growth mindset, then, isabuffer against defeatism. It re-
frames failure as anatural part of the change process. And that's
critical, because people will persevere onlyif theyperceive falling
down as learning rather thanas failing.
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This lesson was learned thehard wayby several hospitals that
were trying to embrace anewkind of heart surgery called "min
imally invasive cardiac surgery" (MICS). Amy Edmondson, a
professor at Harvard Business School, studied thewaythat sixteen
hospitals implemented MICS.

Traditional open-heart surgery is very invasive: A patient's
breastbone is splitopen,hisor herbloodis circulated througha
heart-lung bypass machine, and the heart is stopped. MICS is
much less invasive because it allows the heart to be fixed without

the chest beingopened. Surgeons sneak up to the heart through
a small, 3-inch incision between two ribs. Meanwhile, a tiny

catheter with a deflated balloon is threaded through the groin,
guided into the aorta, and then inflated, blocking blood flow
from the inside. The surgeon proceeds to operate using the small,
cramped horizontal space between the ribs.

That cramped operating space changes everything aboutthe
surgery. With open-heart surgery, thesurgeon blocks off theaorta
with external clamps, like putting a Chip Clip on a really pre
cious bag of Doritos. No inputisneeded from thesurgical team.
With MICS, theballoon gizmo mustact as aninternal clamp, in
flating to blockthe flow of blood. The surgeon can't see it or feel
it yet has to inflate it in exactly the right place atexacdy the right
pressure. To accomplish this, the surgeon must rely heavily on
theanesthesiologist to monitor the path of theballoon as it moves
toward the heart. Oncetheballoon is finally in place andinflated,
the work stillisn't done. The balloon's position has to be moni
tored continuously to make sure blood isn't flowing past it. As
one nurse said, "When I read the training manual, I couldn't be
lieve it. It was so different from standard eases."

The procedure requires precarious maneuvers, in a life-or-
death situation, by a team mosdy blinded. Kind of like landing
ajeton anaircraft carrier atnight. (Not thatweknowwhateither
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of these things feels like. We just picture bothbeing substantially
more dangerous than writing a nonfiction book.) But there's a
bigpayoff for these precarious maneuvers: alot less suffering for
the patients. MICS heart patients gohome from the hospital in
four days instead of eight, and they recover fully in three weeks
instead of two months.

The promise ofMICS, then,isthatit offers bigbenefits to the
patients of teams that adopt it, but onlyif the surgery teams are
willing to endure the initial learning period. Lots of new tech
nologies require this trade-off: Think of architects who stopped
creating drawings by handandstarted using computer-aided de
sign ordistributors who learned to usePDAsin the field to track
theirshipments anddeliveries. Pain now for a payofflater.

Edmondson studied sixteen hospitals as theyadopted the new
MICS technology. She found that some hospitals successfully
learned and embraced the new technique, but several failed and
retreated backto open-heart surgery. What shelearned aboutthe
successfid and unsuccessful teams is powerful testimony to the
power ofthe growth mindset.

11.

The most effective teams tended to adopt what Edmondson
called a "learning frame." Members of these teams pictured
MICS as something thatwould bedifficult at first but wouldget
easier over time if theywere open to changing howtheybehaved
and communicated.

At Mountain Medical Center, Dr. M adopted a learning
frame. He often wore a head camera, which allowed the team to

see whatwas going on, and heencouraged questions about what
he was doing and why. He also made sure his team practiced
diligendy: He deliberately scheduled the first six MICS cases in
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thesame week, so team members could practice repeatedly, with
no chance of forgetting what theywere learning in the lag times
between cases. He also ensured that the same team would be to

gether on the first fifteen cases. After that* he addednew mem
bers one at a time, so each new person could learn without
introducing much riskto the procedure. Mountain Medical Cen
ter had great success usingMICS, andthis success canbe attrib
uted to the growth mindset. Dr. M put the focus on practice, he
acted as a coach, and he set up the routines to allow the maxi
mum chances to learn and improve.

Other hospitals abandoned their adoption of MICS. At
DecorumHospital, the chiefcardiac surgeon, Dr. D, was moti
vatedto adoptMICS for competitive reasons. "We'dlike every
one to know we cando it. It's a marketing thing. Patients want
to know we cando it;"Histeammembers talkedaboutadopting
the procedure to "keep upwith theJoneses" (theotherlarge hos
pitals in die area). MICS, then, was seen almost likea desirable
new toy to be acquired—especially since all the cool kids had
one.

Dr. D ended up implementing the procedure in a unique
way: He continued to split the breastbone of his patients, albeit
with a smaller incision. One of his nurses remarked, "Dr. D is a

creature ofhabit/' And the oldhabits eventuallywon out.The use
of the new procedure gradually dwindled* and eventually it was
abandoned.

Across the hospitals she studied, Edmondson found that the
teams who failed made the mistake of trying to "getit righton the
first try" andwere motivated by thechance to "perform* to shine,
orto execute perfecdy." Butof course no one"shines" on the first
few tries—thismindset set the teamsup for failure. By contrast,
the successful teams focused on learning. They didn'tassume that
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mastery would come quickly, and they anticipated that they'd
face challenges. In the end, they were the ones who were more
likelyto get it right.

Failing is often the best way to learn, and because of that,
early failure is a kind of necessary investment. A famous story
about IBM makesthat point well. In the 1960s, an executive at
IBM made adecision thatended up losing thecompany $10mil
lion (about $70 million in 2009 dollars). The CEO ofIBMyTom

Watson, summoned the offending executive to his officeat cor
porate headquarters. The journalist Paul B. Carroll described
what happened next:

Astheexecutive cowered, Watson asked, "Doyouknow
why I'veasked you here?"

The manreplied, "I assume I'mhere soyoucan fire
me."

Watsonlookedsurprised.

"Fire you?" he asked. "Of course not. I just spent
$10million educating you."

12.

In 1995, Molly Howard, alongtime special education teacher in
Louisville, Georgia, watched as the newJefferson County High
School building was being built.

"Every day I'd drive by the building, and I'd wonder, 'Who's
gonna run that school?' And it kept tugging at me, 'Why don't
you apply?'" Howardsaid.

She applied and gotthe job, butwith the promotion came a
verytoughchallenge. Eighty percent of the school's students lived
in poverty. Only 15 percent of students in the previous high
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school had continued ontocollege. "Thekids you'd expect to be
successful were successful," said Howard. "But what about the

other85 percent?"
Many teachers hadanearly defeatist attitude. "Therewasthis

beliefthat some children can and some children can't. That we're

here for the ones thatcan getit, andwe've got to accept thatwe're
going to lose some. I knew I'd have to challenge that," said
Howard.

Howard acted quickly. First, she had to sell anew identity.
Howard believed thatevery student could aspire to go to college,
sosheabolished the school's two-track system thathadseparated
"college-bound" students from "vocational" students. In her
school, everyone would share thecollege-bound identity.

She beefed up assessments and tutorial programs. She
matched studentswith teachers who'd be their "on-campus ad
visers" through all four years. Perhaps her most distinctive change,
though, was to the grading system. Under her new system the
only grades offered atJefferson County High School were: A, B,
C, and NY.

Not Yet.

In Howard's view, the students at Jefferson had accepted a
"culture of failure." In a fixed-mindset way, theyacted as though
they were failures to the bone. Students often didn't do their
homework, ortheyturned in shoddy work. Getting a D oran F
was an easy way out in away. They might get a poor gradey but
at least they would be done.

In the new system, the students couldn't stop until they'd
cleared the bar. "We define up front to the kidswhat's anA, B,
andC," said Howard. "If theydo substandard work, the teacher
will say, 'NotYet.'... That gives them the mindset: My teacher
thinks I can do better. It changes their expectations."

The school was reborn. Students and teachers became more
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engaged, the school's graduation rate increased dramatically, and
student test scores went up so much that remedial courses were
eliminated. In 2008, the National Association of Secondary
School Principals declared Howard the U.S. Principal oftheYear,
out of48,000 candidates.

Howard transformed her students. She cultivated a new iden

tity in them. You're all college-bound students. Then she flipped
Jefferson from a fixed-mindset school to a growth-mindset
school. Shebelieved that every student was capable ofdoingac
ceptable work, that no studentwas doomed to failure. There's no
"never" atJefferson anymore, only a"Not Yet."

13.

In times of change, weneed to remind ourselves andothers, again
andagain, ofcertain basic truths: Our brains andourabilities are
likemuscles. They can be strengthened with practice. We're not
born skateboarders or scientists or nurses; we must learn how to

skateboard, do science, or care for sickpeople. And our inspira
tion to change ourselves comes from ourdesire to liveup to those
identities.

In thestory of Molly Howard, wesee thatamazing things can
happen when you combine the aspiration of anewidentitywith
the persistence ofthe growth mindset. That's howyou grow your
people.

Over the past few chapters, we've seen that the central
challenge of change is keeping the Elephant moving forward.
Whereas the Riderneeds direction, the Elephant needs motiva
tion. And we've seen that motivation comes from feeling—
knowledge isn't enough to motivate change. But motivation also
comes from confidence. The Elephant has to believe that it's ca
pable of conquering the change. And there are two routes to
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building people's confidence so that they feel "big" relative to
their challenge. You can shrink the change or grow your people
(or, preferably, both).

Our picture ofchange isstill incomplete, though, because it's
clear thatin some situations even areluctant Elephant andacon
fused Riderwill manage to change theirbehavior. For instance,
consider the fact that even alost, angry driver who is hopelessly
late for an appointmentwill stopdutifully for a redlight.

That's why, to make changes stick, we've got to think about
shaping the Path.



SHAPE

THE

PATH



Tweak the Environment

When some guy cuts you off in traffic, you probably think, in
stinctively: What ajerk. (Orperhaps your inner voice ismore vul
gar.) What you almost certainly don't think to yourself is, Gosh,
I wonder what's wrong that he isinsuch a hurry.

It's not hardto see why we dorft think that—it seemskind of
naive, as ifwe're making an excuse for a bad person. But think
aboutyour own behavior. Think ofa time when you were driv
ingsocrazily thatothers would have been justified to curse you.
Was yourcrazy driving on that day a manifestation ofyourtrue
character (i.e., you're ajerk to thecore)? Orwas it sparked by the
situation you were in?

In the very first story in Chapter 1—about moviegoers who
atemorepopcorn when given bigger buckets—we saw how easy
it can be to jump to conclusions about people. If we hadn't
knownabout theeffect of bucket size, it wouldhave been easy to
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conclude thatthebig-bucket people were Popcorn-Gorging Glut
tons. But ofcourse the surprising part ofthe study is that,when
you give people a giant bucket, they become Popcorn-Gorging
Gluttons. And when someone behindthewheelofacar is twenty
minuteslate for acrucial appointment, that person becomes ater
rible driver. What looks like a person problem is often a situa
tion problem.

The same phenomenon holds truein the business world. W.
Edwards Deming, thechiefinstigator of theTotal Quality Man
agement movement that revolutionized manufacturing, told a
storyabout acompany thatused avariety of flammable products
in its production process. Unsurprisingly, fires frequendy broke
out in its plants. But the president of the company didn't think
he had a situation problem; he thought he had a person prob
lem. He sent a letter to everyone of the company's 10,500 em
ployees, pleading with them to setfewer fires. Ahem. (What looks
like a pyromania problem is often a flammable chemical
problem.)

We are frequendy blind to the power of situations. In a fa
mousarticle, Stanford psychologist Lee Ross surveyed dozens of
studies in psychology and noted that people have a systematic
tendencyto ignore the situational forces that shape other peo
ple's behavior. He called this deep-rooted tendency the "Funda
mental Attribution Error." The error lies in our inclination to

attribute people's behavior to the way they are rather than to the
situation they are in.

The Fundamental Attribution Error complicates human re
lationships. Marriage therapist Michele Weiner-Davis said, "Most
people attribute their marital problems to some deeply engrained
personality characteristics of their spouse." A wifemightsay, "My
husband isastubborn person." ButWeiner-Davis might respond:
"You've gotto admitthatyourhusband isn't always stubborn. He
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doesn't resist when his coworkers suggest a new client approach
atwork.And he doesn't drag his feet whenyou propose newways
to handle the family's finances. The stubbornness emerges mainly
when you suggest a new approach with the kids at home—and
when you do that, he is stubborn almost every time. It's the sit
uation, not an immutable stubbornness built into his character,

that produces the behavior." (This doesn't excuse his stubborn
ness, of course, but it should provide hope for a solution, since
situations should beeasier to tweak thanpeople's core character.)

The Fundamental Attribution Error isthereason whywelove
TV shows like The Dog Whisperer orSupernanny, in which seem
ingly irredeemable dogs and kids are tamed by outsiders whocome
in with a new system of discipline. At the beginning of the
episodes, we're presented withadog that bites everything in sight,
orachild whowon't obey thesimplest ofcommands, andwesim
plycan't avoid jumping to conclusions about their character: That
dogisvicious. Thatboyisaterror. Andwhenthey're reformed, in
the course ofa short intervention, it blows our minds.

If we could cure ourselves of the Fundamental Attribution

Error, these shows would seem obvious to thepointof absurdity.
(Itwould belikewatching ashow whose premise was thatifyou
take scalding-hot liquids—dangerous and slippery—and stick
themin the freezer for along time, theyrenounce their fiery for
mer selves and turn to icel)

Now you can seewhy the third element of our framework,

thePath, is so critical. Ifyou want people tochange, you can pro
vide cleardirection (Rider) or boost their motivation and deter

mination (Elephant). Alternatively, you can simply make the
journey easier. Create a steep downhill slope and give them a
push. Remove some friction from the trail. Scatter around lots
of signs to tell them they're getting close.

In short, you canshape the Path.
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2.

To see howasmoother Path can change behavior, consider some
research that studiedwhy college students did (or didn't) donate
food to a canned-food drive for charity. The researchers knew
some students would be more charitable and generous than
others and would be more inclined to donate food. The

researchers wondered: Can weakerthe situation so thatjerks give,
too?

First, to distinguish "saints" from "jerks," they polled all the
students in a particular dorm, asking them to assess whichoftheir
dorm-mates (out of roughly onehundred) were most likely and
least likely to make a donation. Once they compiled those rank
ings, theyhada pretty good idea ofwhichstudents were charita
ble or uncharitable types.

Then they altered the Path. Some students received a basic
letter announcing the launch of a food drive the following week
and asking them to bringcanned food to a booth on Tressider
Plaza (a well-known spoton campus). Other studentsreceived a
more detailed letter, which included a map to the precise spot, a
request for acan ofbeans, andasuggestion thatthey think about
a time when they'd ordinarily be near Tressider Plaza so they
wouldn't haveto go out of theirway to get there.

The two letters were randomly sentto the saints and the jerks.
A week later, after the food drive was over, the researchers had a

precise list ofwho hadgiven food andwho hadn't.
Students who received the basic letter were not very gener

ous. Only 8 percent ofthe saints donated andnot asingle oneof
the jerks. So far, the jerks were living up to theirreputation (but
the saints weren't exacdyoutperforming).

Then came the shock. Students who received the more de

tailed letterweresubstantially morecharitable: 42 percentof the
saints donated, and so did 25 percent of the jerks! This is an
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inspiring result. These researchers got25 percent of the worst in
dividuals in the dorm to donate simplyby smoothing the Path a
bit. (Bottom line: If you're hungryandneedacanof food, you're
threetimesbetter-offrelying on ajerkwith amap than on abud
ding young saintwithout one.)

What'smore, the Path wasn't changed in anydramatic way—
theletter just gave moderately more concrete instructions. Imagine
whatwould have, happened with a more aggressive intervention:
What ifvolunteers hadgone door-to-door collecting the canned
food?

What looks like a people problem is oftena situation prob
lem. And no matter what your role is, you've got some control
over the situation.

3.

Today, as yougo through your day, notice howmanytimes peo
plehave tweaked the environment to shape your behavior. Traf
fic engineers wanted youto drive inapredictable, orderly way, so
they painted lane markers on the roads and installed stoplights
and road signs. Grocery store managers wanted you to spend
more time in theirstore, so they positioned the milk coolers all
theway at the back. Your boss's boss wanted to encourage more
collaboration among employees, so she approved an"open floor
plan" layout with no cubicles or dividers. The bank was tired of

yourleaving yourATM card in the machine, sonow the machine
forces you to remove it before youcan claim your cash.

Tweaking the environment isabout making the right behav
iors alittle bit easier andthewrong behaviors alitdebit harder. It's
that simple. As an inspiration, think aboutAmazons 1-Clickor
dering. With one-tenth theeffort of dialing aphone number, you
can buy a new book or DVD. Talk about instant gratification.
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Amazon's site designers have simplymadea desired behavior—
youspending moneyon their site—a litdebit easier. They'velow
ered the bar to a purchase as far as humanlypossible (at least until
theylaunch "1-Blink Ordering"). Bydoing this, they've generated
untold millions ofdollars in incremental revenue.

The opportunities are endless for simple, 1-Click-style tweaks.
A fewyears ago, aconsultant namedPeter Bregman wasasked to
helpamanagement consulting firm with anadministrative prob
lem. Employees weren't submitting their time sheets on time,
which slowed the firm's billing because charges to clients were
basedon hours worked. Traditionally, the consultants had sub
mitted theirtime sheets on paper, andthey'ddone so prettyreli
ably. Then the firm developed an online time-sheet tool.
Consultants weren't using it.The executives heldeducation classes
to explain the newtool,but people kept on submittingtheirtime
sheets on paper.

Frustrated, the executives triedusingfiat power, announcing
that the new onlinetoolwas mandatory. "That worked for about
halfof the employees," said Bregman. "The rest simply ignored
it." The executives were ready to escalate the battle: They pre
pared a memo saying that people wouldn't get their paychecks
unless they used the online tool. (Side note: In our experience,
people who are tryingto change things often reach instinctively
for carrots and sticks. But this strategy indicates a pretty crude
view of human behavior—that people act only in response to

bribes andpunishments. And it quickly becomes absurd. Areyou
going to break out the "no paycheck" stick for every change you
want to make in your workplace?)

Bregman put the brakes on."Wait," he said. "Dowe know why
people aren't doing theonline timesheet?" The executives assumed
that the consultants were Luddites or simply obstinate—classic
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labels inspired by the Fundamental Attribution Error. Bregman
persuaded the executives to do abit moreinvestigation.

The employees who turned in paper time sheets were asked
why theyweren't using theonline tool. Paper was easier, theysaid.
Skeptical, the interviewers asked if they could observe the em
ployees while they filled out the online time sheet.The results
weretelling.

Lots of employees started grousing as soon as they encoun
tered the "wizard" thatwas built into the online tool. Ironically,
the wizard was intended to help people fill out the form. Think
of theannoying paper clip guyin Microsoft Office whowants to
help youwrite aletter. Nowimagine thatyouhave no choice but
to accept his "help." When the executives killed the wizard, al
lowing people to skip directly to the form itself, compliance rates
rose immediately, and within a few weeks everyone was using the
online tool.

"People weren't being defiant," said Bregman. Theywere just
proceeding on the easiest Path.

What's sadly typical about this story is that the executives
didn't initially look for a Path solution. Instead, theywanted to
spook theElephant bythreatening towithhold apaycheck. Breg
man says theywere mentally stuck: "'Well, I already asked them
to do it. I taught them howto do it. I told them they hadto do
it. I don'tknow what else to do!'" At that point, the executives
felt they'd tried every tool in their toolbox, so they jumped to
punishments.

"We're taught to focus on incentives by our business back
ground," says Bregman. "Or even our parents: 'Do this or you
won't getyour allowance!'" Butexecutives—and parents—often
have more tools than they think they have. If you change the
path, you'll change the behavior.
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CLINIC

Can You Get Problem Students to Come to

Class on Time?

SITUATION Bart Millar, anAmerican history teacherat Lincoln High School in

Portland, Oregon, isfrustrated bya fewofhisstudents, like Robby and Kent, who

frequently arrive lateandthensit inthe back ofthe room, talking to eachother

andlaughing anddisrupting the class. Millar hastried getting tough withthem—

being strict and even sending them to the principal a fewtimes. Nothing seems

to work. What canhedoto getthesestudents under control? [Bart Millar andthe

situation are real,but the kids' namesare disguised.]

WHAT'S THE SWITCH AND WHAT'S HOLDING IT BACK? If Millar

tries to get Robby andKent to "actlike model students," he'll bedoomed to fail.

Let's focus onthe critical move: Millar wantsRobby and Kent to be intheirseats

before theclass starts. Ifhemanages to succeed with that (no small feat), hecan

keep snowballing the change.

What's holding back theswitch? Let's face it,thisprobably isn'ta Rider prob

lem. Robby andKent know exactly when they're supposed to beintheirseats, so

wewon'teven think aboutthe Rider. It's an Elephant problem.The kids aren'ten

thused aboutshowing upon time, especially ifdoing so means less timehang

ing out with theirfriends in the hallways. The Path might also play a role: Are

thereaspects oftheenvironment orculture thatmake iteasier forthe kids to get

awaywiththeirtardiness?

HOW DO WE MAKE THE SWITCH?

• Direct the Rider. N/A. The teensknow what isexpected ofthem.

• Motivate the Elephant 1. Find the feeling. Maybe the kids see Millar

as an abstractauthority figure rather thanas a human being. Imagine a one-on-

oneconversation witheachkid inwhich Millar says, "Ifeel stressed out because
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I'm expected to cover so much material in so little time. And that's how I'm

judged.And Iknow you don'tthink it'sa bigdeal when you're a fewminutes late,

but it makes my chances ofdoing a goodjobharder and harder. Can youdo me

a favor and justget herea second ortwoearly?" Depending onthe kids'empa

thy level, this mightwork. Or, morelikely, fail utterly.

• Shape the Path. 1.Tweak the environment. Lock the doorwhenthe bell

rings so latecomers arestuck inthe hallway. 2. Build habits.Starthaving a daily

quiz with oneortwoquick questions at thebeginning ofevery class. IfRobby and

Kent aren't present to takethe quiz, they'll fail. 3. Rally the herd. Post a class

"on-time" record onthewall. Maybe when Robby and Kent seethatthey're the

only students violating thesocial norm to beontime, they'll change their ways.

4. Build habits. Seta policy that the laststudent in his or herseatevery day

will beasked to answer thefirst question. 5. Rally the herd.Find a way to let

Robby andKent know thattheotherstudents dislike what they're doing (asthey

almost certainly do). Often troublemakers havethe illusion that theirdefiant be

havior makes them folk heroes. They can bedeflated quickly byfrank peerfeed

back. 6.Tweak the environment. Do what Bart Millar actually did: He bought

a used couch and putit right at thefront oftheclassroom. Itwas immediately

obvious that this couch was the cool place to sit—students could slouch and

relax instead ofsitting at a dorky desk. Suddenly Robby andKent started getting

to class earlyevery day sothey could "geta good seat." They were volunteering

to sit at die frontofthe classroom. Genius.

4.

Becky Richards worked atKaiser South San Francisco Hospital,
where nurses administer about eight hundred medications aday.
"Medication administration' iswhathappens between the time
a doctor prescribes a certain medication (such as 100 mg of
ibuprofen) and the patient receives it. Nurses take the doctors
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chicken-scratch prescription/ transcribe it so its legible, then fax
the order to the pharmacy. When the medication arrives from
the pharmacy, they deliver it in the right dosage by the right
method(IV drip, injection, orally) to theright patient at the right
time.

Nurses have animpressive accuracy record: On average, they
commit approximately 1 error per 1,000 medications adminis
tered. Still, given the hugevolume of medications delivered at
Kaiser South, that error rate ledto about250 errors annually, and

asingle error can beharmful orevendeadly. For instance, if apa
tient receives too much heparin, a blood thinner* the patient's
bloodwill no longer clotand the patient couldhemorrhage. If a
patient gets too litde heparin, the patient coulddevelop a blood
clot that could lead to a stroke.

Richards, who was director ofadult clinical services at Kaiser

South,andhernursing staffwanted to drive downmedication er
rors. Richards believed that most errors happened when nurses
weredistraaed. It waseasy to becomedistracted, because in most
traditional hospitals, the medication administration areas are
right in the middle of the nursing units, which tend to be the
noisiest places on the floor. From memory, Richards quotedTess
Pape, a professor at theUniversity ofTexas who has studiedmed
ication errors, saying, "Today we admire people for multitasking,
we celebrate people who can accomplish many things at once.
But when you're giving out medications it is the last time you
shouldbe multitasking."

Put yourself in Richards s shoes for a moment. Your goal is
clear: Change your nurses' behavior so they can focus better, so
they're less likelyto getdistracted. How canyou accomplish that?
First, you need to identify the core problem.

The nurses understand what's expected ofthem—the critical
movesare clear—so this isn't aRiderproblem. Nor do the nurses
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have any emotional resistance to better focus. In fact, it annoys
themwhen they're distracted byothers, whichmeans that, in this
case, we have the luxuryof a supportive Elephant. The problem,
it seems, is the distractions themselves. No one thinks twice be

fore calling out to a nursewho's walking the halls delivering med
ication. Worse, nurses feel an obligation to respond when others
distract them. No one wants to tell a surgeon, "Sorry, bub, can't
help right now. I'm dealing with medication." Yet that's exacdy
what needs to happen if errors are to be reduced.

What Richards needed to do was make other people aware
that theywere interrupting the nurses. She needed to make the
bad behavior visible. Ideally, when the nurses were administer
ing medication, they would work inside a soundproofbubble,
like the "Cone of Silence" from Get Smart. With that solution

being architecturally infeasible, Richards came up with the idea
ofusing avisual symbol, something thatcould beworn bynurses,
thatwould signal to otherpeople, Hey, don't bother me right now.
I'm passing outmedication.

Afterconsidering armbands and aprons, Richards setdedon
vests and decided to call them"medication vests." Wheredo you
buy a medication vest? Richards had to make do with what she
could find: "The first vest we ordered was off the internet. It was

really cheesy. Cheap plastic. Bright orange. Be carefiil whatyou
order off the internet."

Later, with vests in hand, Richards unveiled the idea to her

staff: When you're administering medication, you'llput on a med
ication vest. It's bright enough thatpeople can see itfrom down the
hall. Andallofus, including the doctors, willknow that when some
one is wearing one ofthese vests, we should leave thatperson alone.

Sheselected two units at Kaiser Southfor a six-month pilot
studyof the medication vests, and inJuly2006 it began.

Richards quickly encountered a problem. The nurses hated
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the vests. So did the doctors. "Nurses thought the vest was de
meaning, and they couldn't find it when they needed it," said
Richards. "They didn't like the color. They'd ask, 'How do you
clean it?' And physicians hated not being able to talk to their
nurses when they passed them in the hall."

The nurses' written feedback was scathing: "Oh, soyou want
to draw attention to the fact we can make a mistake." "You want

people to think I have a duncecap on, that I'm so stupid I cant
think on my feet." "Giveme ahardhat and a coneand I can go
work for Caltrans [the state highway department]."

"They were prettybrutal," said Richards. The reception was
so universally poorthat Richards was ready to write off the idea
and try somethingelse.

Then the data came back.

Duringthe six-monthtrial period, errors dropped 47 percent
from the sixmonths prior to the study. "It took ourbreath away,"
said Richards.

Once the data were in, the hatred faded. Impressed by the re
sults, the entire hospital adopted the medication vests, except for
one unit that insistedthey weren't needed. Errors dropped by 20
percent in the first month ofthehospitalwide adoption, except in
one unit, which actually saw an increase in errors. (Guess which
one.)

You know you've gotasmart solution when everyone hates it
and it still works—and in fact works so well that people's hate
turns to enthusiasm. BeckyRichards had found away to change
the Path.

5.

The airline industryhas long useda consistent practice. Because
most aircraft accidents happen during takeoffs andlandings—the
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most hectic and coordination-intensive parts of any flight—the
industry adopted the "sterile cockpit" rule. Anytime a plane is
below 10,000 feet—whether on the way up or the way down—
no conversation ispermitted in the cockpit, except what's direcdy
relevant for flying. At 11,000 feet, members of the cockpitcrew
can talk about football, theirkids, or the loathsome passengers.
But not at 9,500 feet.

One IT group adopted the"sterile cockpit" concept to advance
an important software project. The group had embraced a sub
stantial goal—to reduce new-product development time from
three years to nine months. In previous projects with tight dead
lines, the workenvironment had become increasingly stressful.
When workers fell behind schedule, theytended to interrupt their
colleagues for quickhelp, and their managers wouldwander by
regularly andask to be "statused" on the project. As a result, the
software engineers were interrupted more and more, andwork
weeks expanded to sixty andseventy hours as people started show
ing up on weekends, hoping to get some work done without
interruption.

The leaders of the IT group decided to try an experiment.
They established "quiet hours" onTuesday, Thursday, andFriday
mornings before noon. The goal was to give coders asterile cock
pit, allowing them toconcentrate oncomplex bits ofcoding with
out beingderailed by periodic interruptions. Even the socially
insensitive responded well to thischange in the Path. One engi
neer, previously among theworst interrupters, said, "I always used
to worry about my own quiet time and how to get moreof it,
but this experiment made me think about how I'm impacting
others."

In the end, the group managed to meet its stringent nine-
month development goal. The division vicepresident attributed
this accomplishment to the sterile cockpit quiethours: "I do not
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think we could've made the deadline without it," he said. "This

is a new benchmark."

In these disparate environments—airplane cockpits andhos
pitals and IT work groups—the right behaviors did not evolve
naturally. Nurses weren't "naturally" given enough space to work
without distraction, and programmers weren't "naturally" left
alone to focus on coding. Instead, leaders hadto reshape the Path
consciously. With somesimple tweaks to the environment, sud
denly the right behaviors emerged. It wasn't the people who
changed; it was the situation. What looks like a people problem
is often a situation problem.

6.

We've seen lots of environment tweaking in organizations—
offices and airlines andhospitals—but, make no mistake, we can
turn these tools on ourselves, too. Many people have discovered
that, when it comes to changing their own behavior, environ
mental tweaks beat self-control everytime.

For instance, BrianWansink, the author of the popcorn-

bucket study described in Chapter 1,has a devoted following of
dieters who swear by his prime directive: Shrinkyourdinnerware.
Use smaller plates, bowls, and cups.

Wansink knows that if we usebig plates, we feel obligated to
cover them with food—a half-full plate feels morally wrong
somehow. And because we're wiredto finish what's on our plate,
that's a big problem. Big plates =big portions =overeating. To
achieve eating control, according toWansink, you must start with
plate control. Store your dinner plates in a box in your closet,
andstart eating dinner every nightoffyoursalad plates. Usesmall
wineglasses, not huge goblets. Never, ever eat snack food direcdy
out of the bagor box; instead, poura reasonable portion onto a
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small appetizer plate. These very simple environmental tweaks—
swapping out the plates andbowls andglasses in yourcabinet—
have huge effects on eating behavior.

We all play these games with ourselves, trying to nudge our
selves to do the right thing. We know a guywho religiously lays
out his jogging clothes and shoes before he goes to sleep. That
way, when he wakes up, it's justatiny bit easier to getgoing. An
other friend never goes to bed without setting the coffeepot to
auto-brew at wake-up time. The aroma of fresh-brewed coffee
helps to fight the oversleeping urge. And there's a woman who
actually freezes hercredit card in ablockofice, so that when she
feels the urge to spend, she forces herself to have a cooling^off
(or, rather, awarming-up) period.

Self-manipulation works. Amanda Tucker used these same
environment-tweaking principles to improve her management
style atwork. Tucker was the country manager for Nike inViet
nam. She traveled frequendy to visit factories in oudying regions,
and while she was out of theoffice, workpiled up.When she re
turned home, she was often overwhelmed. "I had more plates
spinning than I felt I could handle," she said. It was tempting to
shutheroffice door andplow through theaccumulated work,but
sheknew it was important to stay accessible to herteam. In fact,
she established anopen-door policy, allowing theindividuals who
reported to her direcdy to see herat any time shewas in town.

Nine months into the job,Tucker solicited feedback fromher
team members about herperformance as amanager. Shewas as
tonishedwhen they complained thatshedidn't seemto have time
to talk to them. "Some of them were offended that when they
walked intomy office, Iwould often continue to lookatmy com
puter screen andtypewhile theywere talking. This of course gave
themthestrong signal thatwhat I was doing was more important
to me than they were," Tucker said.



194 SHAPE THE PATH

She knew they were right. It was a badhabit. And she also
knew that the layout of her office was encouraging the habit.
When people came to see her, they satin chairs across from her
desk. When she faced them, she still hadthe computer monitor
in her field of view. So it was easy—too easy—for Tucker to
glance backand forth from their faces to the screen.

Tuckersimplyrearranged heroffice. Shemovedthe deskso it
no longer separated her from herguests, and sheadded a meet
ing area with two small couches andatable. Now, when shewas
facing the people who came to see her, the computerwas com
pletelyout ofsight. No more temptation.

"Just by rearranging the furniture, I was able to connect much
betterwith people who came to see me," she said. Six months
later, shesolicited more feedback andwas pleased that her com
munication scores had soared.

If you'd seen Tucker's initial performance appraisals, you
might have concluded that, despite herstated open-door policy,
she was one of those insensitive managers who never listen to
their subordinates. And you would have been committing the
Fundamental Attribution Error. Simply by rearranging the fur
niture in her office, Tucker made herself into a different "kind of

person." That's the power of shaping the Path.

7.

There is something satisfying about outsmarting ourselves. (By
now, you realize what "outsmarting ourselves" means—that our
Riders are outsmarting ourElephants.) Tucker's solutionwas ap
pealing in its elegance—a seemingly messy management prob
lem solved by an afternoon office makeover. Tucker shaped her
environment to disallow her own bad behavior.

This is a topic that hits home for the two of us (your co-
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authors). While we were writing this book, we got annoyed by
our tendency to get distracted by e-mail. We were aware of the
irony of our giving advice to readers about reining in their Ele
phants whileourownElephants habitually prompted usto check
Oudook. So we decided to take some ofour own medicine.

If you use Microsoft Oudook, you know that when you get
new e-mail, analert soundplays through yourcomputer's speak
ers. That soundislikedigital catnip. Howcan younot checkyour
mail when you hear it? What if a rich Nigerian politician went
down in aplane crash andyouhad alimited timeto capture part
ofhis fortune?

Chip decided to tweak his environment: He rummaged
through the control panel until he found the place thatallowed
him to delete the e-mail sound at the system level. Later, he no
ticed thatnewe-mail also triggered analert icon on the taskbar—
more irresistible bait for theElephant. Hecovered it withaPost-it
noteblackened with oneof his daughter's felt-tip markers. Now
it can't torment him. Ignorance is bliss.

Meanwhile, Dan went nuclear. He bought an old laptop,
deleted all its browsers, and, for good measure, deleted itswire
less network drivers. Now when he needs to focus, he takes the

"way-back machine" withhimtoacoffee shop orlibrary. There's
nohopeof getting online. He's been liberated by this restriction.

Our struggles with e-mail are a bit pathetic, but the larger
topic is worth considering: Is it possible to design an environ
ment in which undesired behaviors—whether yours oryour col
leagues'—are made not only harder but impossible} As it turns
out,lots of people actually make their living contemplating how
to wipe out the wrongkinds ofbehaviors.

Consider industrial safety. Many factories use dangerous ma
chines thathave abad habit of lopping off fingers orhands that
are in thewrong place atthewrong time. Suppose you're a factory
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foreman and oneof your workers loses an index finger in anin
dustrial accident. You want to make sure this never happens
again. How might you accomplish that?

You could j^ve yourworkers' Riders clear direction by means
of clear signage—KEEP HANDS CLEAR OF THE MACHINE or DAN
GER: RISK OF INJURY—accompanied by an illustration identify
ing the machine's trouble spot.

You couldappeal to yourworkers' Elephants, usingfear. Here
we cantakeinspiration from driver's-education courses in which
teenagers watch films full of bloody, gruesome car crashes, so
that when they finish driver's ed they will avoid driving like
teenagers. In homage to these films, youcould call together your
workers and showthem a video of the guy who lost his finger.
Show them what the gory wound looked like. Have him urge
his colleagues to take safety seriously. "I wish I'd paid moreat
tention," he'd say.

Or youcould focus on thePath, inwhich case youwoulddis
regard hearts and minds entirely. In fact, suppose you stipulated
outright thatyour workers are hopeless, thatthey're irredeemable
daredevils who are determined to waggle their fingers in the ma
chine's danger zone for thesheer sport of it. Could youstill keep
them from dismembering themselves?

Absolutely. Many factories have done exacdy that. For in
stance, one machine is designed so that it can be activated only
if two buttons are pressed at the same time.The buttons are po
sitioned so that to press both of them you must place yourarms
highand wide (like the"Y" in the"YMCA" dance). The beauty
of this arrangement isthat, if yourhands are pressing those but
tons, they are (by design) nowhere near the danger zone. And if
theyrenot pressing the buttons, the machine is off. Either way,
your fingers win.

Poof—you have madea dangerous behavior impossible.
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8.

With that example in mind, think aboutall the innovations that
have made"badbehavior" impossible ornearly impossible: child
proofcaps on medicine bottles, cars thatwon'tshiftout of park
unless the brake pedal is pressed, anything that's fireproof. Notice
that these are product-design innovations created to prevent in
juries. "Injury prevention" is, in fact, a thriving field. Every state
government hasa few people on staff—usually heinously under
funded—whose job is to think about how to reduce injuries or
deaths caused bysmall children falling intoswimming pools, the
elderly falling in theirhdmes, car crashes, andothermisfortunes.
Rarely can such incidents be made impossible, but injuries re
sultingfrom them canbe reduced.

In trying to minimize the risk of bad outcomes, injury-
prevention experts often turn to the Haddon Matrix, a simple
framework that provides away to thinksystematically about ac
cidents by highlighting three key periods of time: pre-event,
event, and post-event.

LetVsay ourgoal isto reduce serious injuries from car wrecks.
Pre-event interventions wouldinclude anything thatwouldtend
to prevent wrecks from happening: installing bright lighting on
highways, painting clear lane markers ontheroads, popularizing
antilock brakes, launching advertising campaigns against drunk
driving.

With event interventions, weaccept that crashes will happen
and ask ourselves howwe can reduce the chances of injury. Seat
belts and air bags are classic event interventions, but also think
about breakaway light poles and those bigorange barrels thatline
exit ramps (which are intended to soften collisions).

With post-event interventions, we acknowledge both that
crashes will occur and that people will be injured. The goal of
post-event interventions isto minimize theseverity ofthe injuries
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and optimize thehealth outcomes. A speedy, effective emergency
medical teamwill be important.

The Haddon Matrix isalso useful for thinking about matters
that aren't solife-and-death. Let's say you are the IT person in a
small business andoneof your manyduties isto prevent the loss
ofimportant data that occurs frequendy when computers crash.
Some IT supportpeople in this situation embrace not the Had
don Matrixbut the "Hectoring Manifesto" and berate their col
leagues for not backing up theirwork (all the while committing
the Fundamental AttributionError: Mycolleagues are reckless and
lazypeople!). But ifyouthink in Haddon Matrix terms, youbegin
to seea more holisticpicture.

Think about pre-event interventions: If computers don't
crash, then you can't lose data. So maybe you schedule monthly
computer check-ups, buyextra-padded laptop bags for everyone,
andbudget for complete replacements every three years.

Eventinterventions would call for ways ofpreventing a crash
from leading to data loss. For instance, somecomputers have an
extra hard drive where all data are mirrored in real time. A crash

would be less likely to take out both drives.
Post-event interventions would accept the reality ofdata loss

but focus on ways to minimize the damage. The most obvious
strategy here would be to create an automated nighdy network
backup, so that if a crash happens and data are lost, you canre
store the previous night's data. Anotherpost-event strategywould
be to find ways to prevent mission-critical data from ever ending
up on alaptop. For instance, youmightuse anonline application
such as SalesForce.com to host customer contact information, so

that precious data would never depend on the health of a local
hard drive.

Note that we've managed to create a robust plan against data
loss without worrying aboutwhatouremployees were thinkingor
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feeling. We didrft mention their Elephants ortheir Riders. We sim
ply tweaked the environment to makebadbehavior impossible.

9.

In 1999, some bad behavior was abrupdy made impossible at a
companycalled Rackspace. At one particular moment, company
employees stopped doing one thingand starting doing another
thing, andthatbehavior shiftbecame themostimportant inflec
tion point in the company's history. But before we get to that
moment, abit of backstory is necessary.

Rackspace is a company that hosts internet sites for other
companies. It prides itselfoncustomer service, as suggested by its
slogan, "Fanatical Support." The firm's focus on customer service
has paid off. Over the years, Rackspace has won an armload of
trade awards for its service, and its "Net Promoter" score—a com

monly used benchmarkof customerword-of-mouth—has con-
sistendy been the envyof the industry.

But Rackspace wasnt always so customer-friendly. In 1999,
Rackspace didn't thinkmuch about customer service. Company
founder Graham Weston said that in the early days, Rackspace
had a "denial ofservice" business model. Customer-service inter

actions were viewed as costs to be minimized—the more road

blocks that could beerected to keep thephone from ringing, the
betterthe profits would be. (Notice the uncomfortable echoes of
the Haddon Matrix: If you view customer calls as bad behavior
to be prevented, youwilldo all youcan to deter them. Recall that
for many years, Amazon.com's policy was not to publish a
customer-service phone number.)

Then in the fall of 1999, Rackspace received The Call. It
started normally enough. A customer tried to call for support.
He pressed 5 to gethelp, but instead he gotvoice mail, whichin
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effect said, "Feel freeto leaveavoice mail here, but we don't check

it veryoften, soyou're better-offsending usane-mail." The cus
tomer grudgingly sent an e-mail message to the suggested ad
dress. And the team at Rackspace never answered it.

After a few moreof these irritating cycles, the customer was
furious, andwith abit oflegwork hemanaged to trackdownGra
ham Weston at the office ofa real estate business he owned. Sur

prised, Weston asked the customer to forward the e-mails he'd
sent and promised to look into the matter.

Weston reviewed the long chain of e-mails, which had be
comeincreasingly angry as past inquiries were ignored. "Some
thing hit me about what the customer was asking for," said
Weston. "It was something thatwe could do veryeasily that he
couldn't do. So the question in my mind was, why are we not
serving the customer happily?"

Weston knew that his team couldn't sustain a business based

on dodging itscustomers. "Wemade a 180-degree turn," hesaid.
Weston hired David Bryce to be the headof customer sup

port. At his first meeting with the team, Bryce announced that
Rackspace was going to transform itself from a company that
dreaded customer support to a company that was passionate
about support. He posted an aspirational banner on the wall:
Rackspace Gives Fanatical Support. The phrase stuck imme
diately.

This was justtalk, of course, but there was action to back it
up. Weston started byoverhauling thecompany's business model.
Providing great service would cost more, and if Rackspace offered
both premium service and cutting-edge technological expertise,
it wouldbe forced to setits prices sohighthatno onewouldbuy.
So, remarkably, Weston began pushing for the company to be
cometechnologically dull: "Wedon't wantto be on the bleeding
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edge of technology. We believe in standardization. We want a
narrow focus—these are the things wedo,andthese are things we
don'tdo. If you're E*Trade orAmazon,youshouldhostyourown
site, we can't help," hesaid. (Notice thatthisisclear direction for
the Rider.)

Perhaps the most dramatic change made byWestonand Bryce
was also the simplest. Rackspace, Uke all hostingcompanies, had
acall-queuing system. ("Your call isimportant to us.Please press
1 for recorded tips that don't address your problem. Press 5 to
leave us a message wewon't return. Press 8 to repeat these op
tions.") The call queue isperhaps themostbasic toolofcustomer
support.

Weston threw it out.

"When acustomer calls, that means they need our help, and
weVe got to answer the telephone," hesaid. Without the queu
ing system, there was nosafety net. The phone would keep ring
ing until somebody picked it up.ToWeston, thiswas a critical
symbol of the service ethic. "When acustomer has a problem,
we shouldn't deal with it when it s convenient for us. We should

dealwith it when it's convenient for the customer." When Weston

threw outthe queuing system, it became impossible tododge the
customer. By2007, thecompany was talking to an average cus
tomerthree timesper week.

Subsequendy, the company launched the "Straightjacket
Awards," including actual Rackspace-branded straightjackets as
trophies, which were presented to employees who'd been so fa
natical about service that they'd become downright insane.
(That's anidentity appeal for theElephant: We are zealots—that's
what makes us special?) Not coincidentally, in 2008, Rackspace
was oneofthe companies in Fortunes listofBestPlaces toWork.

The focus on service paid off. In 2001, Rackspace was the
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first internet hosting firm to turna profit, and over the next six
years, it averaged 58 percent annual growth. By2008, Rackspace
had passed AT&T as thehighest-grossing firm in theindustry.

10.

What transformed the character ofRackspace's customer-service
people? Nothing. They had the same core character before and
after the change. They were justpeople operating in a new envi
ronment. The old behavior (ignoring customers) had become
harder, and the new behavior (serving customers) had become
easier.

In this chapter, we've seen that what looks like a "character
problem" isoftencorrectible whenyouchange the environment.
The transformations are stunning. Take a bunch of customer-
service slackers and rip out their call-queuing system, and they
start helping customers. Take a boss whose employees say she
"won't listen" and rejigger her furniture, and suddenly the em
ployees' frustrations fade. Take the biggest jerks in the Stanford
dorms and give them a page of instructions, andthey'll donate
more food to the needy than the saints.

Simple tweaks of thePath can lead to dramatic changes in be
havior.
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1.

Mike Romano was born in 1950 and raised in Milwaukee, the

youngest of four brothers. His dad was a handyman who fixed
plumbingand heating fixtures. His mom had a commercial art
degree; she stayed at home to raise the boys, taking jobs from
time to time to paythe bills.

Romano had a temper. In high school, when he was 18, he
got into a fight and threw a guy through a window. Afraid of
whatwouldhappen in court, he enlisted in the army. He figured
he was going to be drafted anyway. The courtlet him go.

Romano eventually endedup beingassigned to the 173rd Air
borne Brigade inVietnam, anelite and well-respected unitof para
troopers. The soldiers of the 173rd had an open secret, hoyever:
rampant drug use. Others nicknamed them "jumping junkies."
Coming into the military, Romano hadno real drugexperience.
He triedto keephisnose clean with the jumpingjunkies.



204 SHAPE THE PATH

A few months after he arrived in Vietnam, a Claymore land
mine detonated near him, and he was struck in his right hand,
forearm, and foot. Hewas taken to ahospital in Camron Bay for
recovery. That was where he first triedopium.

He quicklybecame hooked,likesomany others aroundhim.
Even when he transferred to otherhospitals, hissupplywasn't in
terrupted. He mosdy smokedopium-laced joints, but it was also
easy to find liquid opium andevenopium chewing gum (not to
mention other drugs, such as LSD and marijuana). His addic
tion continued to torment him throughout his thirteen-month
tour ofduty.

Romano's fall into drug use was a typical story during the
Vietnam War. The White House was so troubled by reports of
druguseamongsoldiers that it commissioned astudy to investi
gate thescope of the problem. The results were disturbing. Before
the war, the typical soldier hadonly casual experience with hard
drugs, and less than 1 percent had ever been addicted to nar
cotics. But once in Vietnam, almost halfofthe soldiers tried nar

cotics, and 20 percent became addicted. Demographics did not
predictwho would become drug users in Vietnam—race and
class were irrelevant.

The drugusestarted early. Twentypercent ofall users started
in their first week in Vietnam, 60 percent within the first three
months. Oddly, drugusedid not seem to be triggered by trauma.
The researchers found no statistical relationship between drug
useandthe difficulty ofsoldiers' assignments, orthe danger they
faced, or the death of friends. Unlike most soldiers, Romano

started usingopium because hewas injured. For most soldiers in
Vietnam, drugs were simplya fact oflife, a part of the culture.

Government officials were terrified by what would hap
pen when thousands of drug addicts began to return to
America. Militaryand civilian leaders worried that the country's
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drug-treatment programs would beflooded, stretched far beyond
capacity. They worried thatvetsmight not be able to hold down
jobs, that they might turn to crime.

Mike Romano was one of the people the officials were wor
ried about. When he finally boarded his flight backto theUnited
States in 1969, headed home to Milwaukee, he smuggled back
with him a stash ofopium-laced joints.

Then his lifebegan to change. A weekor two after his return
home, he was driving with friends in townwhen he saw a girl
he'd knownin grade school. "Stop thecar!" hosaid. Hechased her
down. She was working as acountergirl atanearby drugstore. "I
thought shewas verybeautiful,* said Romano.

The twostarted dating. She caught on fairly quickly that Ro
mano was an addict, and she put pressure on him to stop. He
tried to quit a few times, but each time he started to feel sick as
withdrawal pains kicked in, and then he'd begin using again.
Meanwhile, he started work—construction and house painting
and other temporary jobs—and he started taking art classes at
theUniversity ofWisconsin atMilwaukee. He got ajob there de
signing promotional posters for bands whoplayed atthestudent
union.

After a few quit-and-relapse cycles, hebegan towean himself
off opium, and within about a month he was clean. He hasn't
touched opium since. What we seein Mike Romano's life seems
like an almost impossible change story: an opium addict who re
covered. Mike Romano was oneof the lucky ones.

2.

Orwas he? White House researchers continued toinvestigate the
drug problem among returning soldiers, and a puzzle started to
emerge. Following up with the troops who returned home, the
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investigators called them eight to twelve months after their re
turn to ask about their ongoing drug use. During thewar, 50per
cent of soldiers had been casual users, and 20 percent had become
seriously addicted, meaning that theyused drugs more than once
a week for an extended period of time and experienced with
drawal symptoms (chills, cramps, pain) if they triedto stop. But
when the investigators conducted the follow-up, whatthey found
blew their minds. Only 1 percent of the vets were still addicted
to drugs. That was essentially the same rate as existed before the
war. The feared, drug-fueled social catastrophe hadnot occurred.
What had happened?

3.

People are incredibly sensitive to the environment and the
culture—to thenorms andexpectations of the communities they
are in. We all want to wear the right clothes, to say the right
things, to frequent the right places. Because we instinctively try
to fit in with our peer group, behavior is contagious, sometimes
in surprisingways.

Imagine that your job was to design an environment that
would extinguish drug addiction. You could takedrug-addicted
U.S. soldiers, drop them into this environment, and feel confi
dent that the forces within it wouldactpowerftdly to help them
beattheirhabits. Think of thisenvironment as anantidrug theme
park, and assume that you can spend as much as you want to
construct it. What would your theme parklook like?

It might look a whole lot like Romano's neighborhood in
Milwaukee.

You'dwant to surroundthe former soldiers with peoplewho
lovethem andcare aboutthem—and who treat them as the drug-
free persons they once were. You'd give them interesting workto



Build Habits 207

do—perhaps designing posters for rock bands—so that their
minds would be distracted from the joys of opium. You'd create
well-publicized sanctions against drug use. You'd keep the drug
economy underground, making the former soldiers sneak around
to obtain and use drugs. You'd make sure their girlfriends gave
them ahardtime abouttheirdruguse. You'd setup social taboos
so that the soldiers would feel derelict, even pathetic, if they
kept using. You'd remove the contagious drug-using behavior
from the environment—no more addicted soldiers around—and

replace it with contagious drug-free behavior. And you would
provide rich environmental cues—sights, songs, food, clothes,
and homes—that remind the former soldiers of their prewar,
drug-free identities.

The Milwaukee Theme Park: That's exacdy why Mike
Romano became aformer addict. When Romano relocated to
Milwaukee, his environment changed, and thenewenvironment
changed him.

4.

As theRomano story shows, oneof thesubtle ways inwhich our
environment acts onusisbyreinforcing (or deterring) ourhabits.

Whenwethink about habits, most ofthe time we're thinking
about bad ones: biting our fingernails, procrastinating, eating
sweets when we're anxious, and so on. But ofcourse we also have

plenty ofgood habits: jogging, praying, brushing our teeth. Why
are habits so important? Theyare, in essence, behavioral autopi
lot. They allow lots of good behaviors to happen without the
Rider taking charge. Remember that the Rider's self-control is
exhaustible, so it's ahuge plus if some positive things can happen
"free" on autopilot.

To change yourself or other people, you've got to change
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habits, and what we see with Romano is that his habits shifted

when his environment shifted. This makes sense—our habits are

essentially stitched into ourenvironment. Research bears thisout.
According to one studyof people makingchanges in theirlives,
36 percent of the successful changes were associated withamove
to a new location, and only 13 percent of unsuccessful changes
involved a move.

Manysmokers, for example, find it easier to quitwhen they're
on vacation, because at home, every partoftheirenvironment is
loaded with smoking associations. It's liketrying to quit smoking
inside a Camel advertisement—everywhere you look are re
minders of the habit. There's that drawer in the kitchen where

the lighters are stashed, the clay pot on the porch that's become
anarchive ofashes, the ever-present scent of smokein the car and
the closet. When asmoker goes onvacation, the environment re
cedes toward neutrality. That doesn't mean it's easy to quit, but it's

easier.

It's unrealistic,however, to think that most ofus can shift our

environment so dramatically. If you're trying to change your
team's habits atwork,then yes, relocating youroffice would be a
bighelp. Goodluckselling thatidea. What are some more prac
tical ways to create a habit?

The first thing to realize is that even small environmental
tweakscan make a difference—that's what we sawin Chapter 8.
Rememberhow AmandaTucker rearranged heroffice to make it
easier for herto listen to heremployees? That was the first step in
establishing a newhabit. (Environmental tweaks can even force
a habit, aswe sawin the Rackspace example. When the call-
queuing system was thrown out, the customer-service staffers
quickly developed thehabit of answering the phone.)

But forming ahabit isn't all environmental—it's also mental.
It would beverydifficult, for instance, to tweakthe environment
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in awaythatwould compelyou to learn howto play the piano.
So how do you laythe mental groundwork for a new habit?

5.

Say thatyou've been puttingoff going to the gym. Soyouresolve
to yourself: Tomorrow morning, right after I drop off Anna at
school, I'llheadstraight to the gym. Let's call thismentalplanan
4action trigger." You've madethe decision to execute acertain ac
tion (working out)whenyouencounter acertain situational trig
ger (theschool circle, tomorrow morning).

Peter Gollwitzer, apsychologist atNewYork University, isthe
pioneer of workin this area. Heand colleague Veronika Brand-
statter found that action triggers are quite effective inmotivating
action. In one study, they tracked college students who had the
optionto earn extra credit in aclass bywriting apaper about how
they spent Christmas Eve. But there was a catch: To earn the
credit, theyhadto submit the paper by December 26. Most stu
dents had good intentions ofwriting the paper, butonly 33per
centof them got around to writing and submitting it. Other
students in the study were required to set action triggers—to
note, in advance, exacdy whenand where theyintended to write
thereport (for example, "I'll write this xeport in my dad's office
on Christmas morning before everyone gets up"). A whopping
75 percent of those students wrote the report.

That's a pretty astonishing result for such a small mental in
vestment.

Does this mean that simply by imagining a time and place
where you'll dosomething, youincrease thelikelihood thatyou'll
actually do it? Yes and no. Action triggers won't get you (or any
one else) to do something you trulydon'twant to do. An action
trigger never woukLhave convinced college students to participate
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in anonline calculus camp on Christmas Day. But, as the extra-
credit study demonstrates, action triggers can have a profound
power to motivate people to do the things they know they need
to do.

Peter Gollwitzer argues that the value of action triggers re
sides in the faa that we are preloading*, decision. Dropping off
Annaatschool triggers thenextaction, going to the gym.There's
no cycle of conscious deliberation. By preloading the decision,
we conserve the Rider s self-control.

The concept of preloading is easier to see with an example.
Imagine that you are oneof the college students in Gollwitzers
study. It's Christmastime, and you're at home.Your parents are
dotingon you, andyoursiblings are having an interesting con
versation. The TV is on, the Christmas tree is lit up, and your
elderly Chihuahua Fredo isstaring atyouadoringly. Let's not for
get the food—turkey and dressing, pecan pie, chocolate truffles—
and Guitar Hero, andnaps, andthe calls you're getting from old
high school friends. Distractions are everywhere. So if youwalk
into this buffet line ofstimuliandyou haven't preloaded a deci
sionabout yourextra-credit report—ifyouhaven't told yourself,
"I'll do this report in my dad's office on Christmas morning be
fore everyone gets up"—youare sunk.

That's why action triggers have unexpected value. Gollwitzer
says thatwhen people predecide, they"pass the control of their
behavior on to the environment." Gollwitzer says that actiontrig
gers "protect goals from tempting distractions, bad habits, or
competing goals."

Thereare coundess ways to useaction triggers atwork. If your
salespeople are more motivated to close newbusiness thanto cul
tivate existing relationships, give thema"coffee andcall" trigger.
Tell them that whenever they pourtheir first cup ofcoffee, they
are to place a check-in call to one of their most important
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customers. Or think about your employees who will be attend
ing an industry conference. By the time they get back to the of
fice, their e-mail will be so backed up that they won't be in the
mood to share their learnings. So give them an action trigger—
suggest that during the flight home, whenever the "OK to use
electronics" announcement is made, they type up some reflec
tions for everyone on the team. Actiontriggers simplyhave to be
specific enough andvisible enough to interrupt people's normal
stream of consciousness. A trigger to "praise your employees when
theydo something great" is toovague to be useful.

Gollwitzer has shown thataction triggers are most-useful in
themostdifficult situations—the ones that are most draining to
the Rider's self-control. One study analyzed people's success in
accomplishing "easy" goals or"hard" goals. With easy goals, the
use of action triggers increased success onlyslighdy, from 78 to
84percent. Butwith hard goals, action triggers almost tripledthe
chance of success—goal completion skyrocketed from 22 to
62 percent.

To see how action triggers can aid people in difficult times,
consider a study of patients recovering from hip- or knee-re
placement surgery. On average, the patients were 68 years old,
andtheyhadbeen in pain for about ayear and ahalfbefore the
surgery. The surgeries initially make things even worse; theytake
such a tollon the bodythat the patients require assistance with
the basic tasks of daily life, such as bathing, getting into bed,
and even standing up. The road to recovery can be long and
painful.

Allpatients aspired to get back on their feet as soon as possi
ble, of course. Butpatients in onegroup were asked to setaction
triggers—for instance, "If you are going to go for a walk this
week, please write down when and where youplan to walk."

The results of the study were dramatic. On average, action-
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trigger patients were bathing themselves without assistance in 3
weeks. Otherpatients took7 weeks. Action-trigger patients were
standing up in 3.5weeks. The others took7.7weeks. In justover
1 month, the action-trigger patients were getting in and out ofa
car on their own. The others took 2.5 months.

Gollwitzer says that, in essence, whataction triggers do is cre
atean"instanthabit." Habits are behavioral autopilot, and that's
exacdy whataction triggers are setting up. Here's the proofofthe
"instant habit" concept: One studyshowed that the single bigjest
predictor ofwhetherwomen gave themselves a monthly breast
examination was if they had a habitofdoingso. When another
group of womenwho didn't have such ahabit were asked to set
action triggers, they ended up doing just as well as the women
with longtime habits. By preloading a decision, they created an
instant habit.

Action triggers are not foolproof, of course. Teens with a se
rious smoking habit, for example, didnot reap anybenefit from
setting action triggers to quit smoking. Their nicotine-enhanced
habitwas simply too strong.

But even though action triggers aren't perfect, it's hard to
imagine aneasier wayto make an immediate change more likely.
A recent meta-study that analyzed 8,155 participants across 85
studies found that the typical person who set an action trigger
did betterthan74 percent of people on the same taskwho didn't
set one.

Instanthabits. This isarare pointofintersection between the
aspirations of self-help andthe reality of science. And you can't
getmuch morepractical. The nexttimeyourteamresolves to act
in a new way, challenge team members to take it further. Have
them specify when and where they're going to put the plan in
motion. Get them to setanaction trigger. (Then setanother one
for yourself.)
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CLINIC

How Can You Get Workers

to Respect a New Safety Policy?

SITUATION Patti Poppe isa department manager inthe General Motors au

tomotive plantin Lordstown, Ohio, andshe isstruggling with howto roll out a

newsafety policy. Her department, composed of950people, is responsible for

welding big pieces of metal ontothe skeletal carframes. The work can be dan

gerous. The edges ofthe metal aresharp when they come off the presses. Ifa

worker putshis hand on an edge and leans against it, the metal will slice his

hand. For thatreason, gloves and protective clothing areessential. Also, welders

wear goggles, butthey are sometimes hurt when sparks fly into their eyes from

theside. So thenew policy prescribes goggles with protective side shields.The old

safety policy was complex andfilled with exceptions—-for instance, a worker

driving a forklift didn't have towear safety equipment. Poppe says, "Everyone
thinks they fall under the'this doesn't apply to me' clause.1' She isdetermined to

geteveryone to takethe new policy seriously. (This wasa real situation.)

WHAT'S THE SWITCH AND WHAT'S HOLDING IT BACK? Poppe

wants theworkers to protect themselves from lacerations and sparks. There are

three potential barriers, First, the complexity ofthe old policy may have deterred
some workers from embracing it. Remember that what looks like resistance is

often a lack ofclarity. Poppe needs toscript the critical moves. Second, in any
safety situation, a "macho" vibe often comes into play. That's anidentity prob
lem. If itseems manlier toditch the goggles than towear them, then the Elephant
will resist. Third, social pressure is working againstsafety, because ofthe"this

doesn'tapply tome" sentiment. Poppe needs toflip that social hormi Also, might
there beways to use theenvironment tocue theright behaviors?

HOW DO WE MAKE THE SWITCH?

• Direct the Rider. 1. Script the critical moves. Poppe threw out the old

complicated policy and boiled down thenew safety policy to two specific be-
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haviors: (1) Everyone is required to wear hard side shields andsafety glasses.

(2) No one can expose anybareskin (noshorts orshort-sleeve shirts). That's it.

Then Poppe found a wayto make theserules very concrete.Atan all-hands meet

ing, she hosted a safety "gameshow." Aworker was called onstageto be the

contestant; hewasasked to assess whether a series ofmodels wasincompliance

withthe newsafetyrules. Some ofthe models violated the code insubtleways,

suchas wearing safetyglasses withone eyepiece missing. Sheinvited audience

members to help the contestant, and they shouted out answers, thereby re

hearsing and absorbing the new behaviors expected of them. 2. Point to the

destination. Poppe worried aboutrationalization, theexcuse that "thisdoesn't

apply to me." So shecreated a B&W goal toeliminate the wiggle room. Ifyou

were inthe plant, you were required tofollow thetworules, regardless ofwhat

you weredoing. The rules applied to everyone at alltimes.

• Motivate the Elephant 1.Grow yourpeople. Macho men don't like to

wear dorky safety glasses. Maybe Poppe could find glasses that look more like

Bono's and less like a junior-high-school shop teacher's. That might make the

change lessofan identity threat.

• Shape the Path. 1. Rally the herd. By requiring everyone inthe plant to

wear the safety gearat all times, Poppe isflipping the social norm infavor of

compliance. When you look around andeveryone iswearing safety glasses, you

aremore likely to wear them yourself. 2. Build habits. Poppe added onefinal,

inspired touch: She painted a large blue line around theplant andmade thenew

safety policy effective anywhere inside the line. Also, at the entry points, she

posted blue wooden men who arewearing the appropriate gear. By installing

the blueline and the bluemen, Poppe was basically introducing an action trig

ger. She wastraining the workers to think, When Icross this line, that's my cue

toputonmy gear. The action trigger helped make the behavior habitual.

[What happened: As a result of Poppe's innovations, injuries at the plant

dropped 21 percent from previous levels (which were already among the bestof

manufacturers doing similar work).]
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6.

Habits are behavioral autopilot, andthat's why they're suchacrit
ical tool for leaders. Leaders who can instill habits that reinforce

their teams' goals are essentially making progress for free. They've
changed behavior in awaythatdoesn't draw downthe Rider's re
serves of self-control.

Habits will forminevitably, whetherthey're formed intention
ally ornot.You've probably created lots of teamhabits unwittingly.
If yourstaffmeetings always start out with genial small talk, then
youve created a habit. You've designed your meeting autopilot to
yield a few minutes of warm-up small talk. The hard question for
aleader isnothowto form habits butwhich habits to encourage.

General William "Gus" Pagonis ledthelogistics operation for
the GulfWar under President George H. W Bush. Pagonis was
responsible for moving 550,000 troops halfway around the
world, along with all of their equipment. His team made the
arrangements to serve 122 million meals, pump 1.3 billion gal
lons of fuel, and deliver 32,000 tons ofmail. Even aWal-Mart ex

ecutive wouldgetspooked thinking about this.
Needless to say, clear and efficient communicationwasessen

tial. Every morning, General Pagonis held ameeting thatstarted
at 8 a.m. and ended at 8:30. No great innovation there, but Pa
gonis made twochanges to theroutine. First, heallowed anyone to
attend (and he required thatatleast onerepresentative from each
functional group bepresent). Thatway, hecould ensure a free and
open exchange of information across theorganization. Second, he
required everyone to stand up during thewhole meeting.

Here's Pagonis on the benefits of the stand-up meeting:

Early on, I discovered that making people stand up
keeps the ball moving at a quicker pace. People speak
their piece and then quicklyyield the floor to the next



216 SHAPE THE PATH

person. On therare occasion that someone starts to get
long-winded orwax philosophic, anunmistakable kind
of body language begins to sweep through the crowd.
People shift from foot to foot, fidget, look at their
watches—and pretty quickly, the conversation comes

back into focus.... I can't recall the last time I had to

crack the whip.The peer group has great power.

Pagonis was consciously creating ahabit. Anymeeting format
he chose wouldhave quickly become habitual. Itwouldhave been
just as easy for him to enshrine a two-hour, seated blabfest.
What's exciting here isnot the existence of the habit, but rather
the insight that the habit should serve the mission. When you've
got550,000 troops to relocate, youneed focus andclarity andef
ficiency. A stand-up meeting won't guarantee anyof that, but it
will help, and it's "free"—its not anyharder to create than the
blabfest would have been.(Similar stand-up meetings are usedin
Agile programming projects in Silicon Valley, whichplace a pre
mium on quick collaboration.)

How canyou create a habit that supports the change you're
trying to make? There are onlytwo things to thinkabout: (1) The
habit needs to advance the mission, as did Pagonis's stand-up
meetings. (2) The habitneeds to berelatively easy ta embrace. If
it's too hard, then it creates its own independent change prob
lem. For instance, if youretrying to exercise moreandyou decide
to "create ahabit" ofgoing to the gym, you're really only renam
ing the core problem. It mightbemore productive to try to start
by building an easier habit, likelaying out yourgym clothes be
fore you go to bed or asking a friend who already works out to
pick you up on hiswayto the gym.

Consider aone-year studyofdieters conductedat PennState
University. A baseline diet condition led to weight loss of
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17.8 pounds over the course of the year. That's animpressive re
sult, but the drawback of many diet programs is that once the
program ends, the dieters' old habits startto reemerge and their
weight begins to creep up again. In this study, one warning
flag was that only 36 percent of the people in the baseline
condition ratedthemselves as "very full" or "extremely full" on
the diet. How sustainable is a diet that doesn't make you really
frill?

Otherdieters in the same studywere asked to eattwocups of
soup each day, in addition to their regularly scheduled meals. The
twocups of soup were bonus food. These dieters lost 15.4 pounds
over the year, and 55 percent of them rated themselves as "very
frill" or"extremely full." They didn't lose quite as much weight,
but their odds of feeling full went up substantially. Eating two
cups of soup isaclassic supporting habit. It was an easy habit to
implement—the researchers were simply asking thedieters to eat
more. And it helped the broader mission—it helped the dieters
feel full, which made it easier for them to control their portions
at mealtime.

7.

This focus on creating habits was used masterfully, in a totally
different context, byNatalie Elder, an elementary school princi
pal in Chattanooga, Tennessee. When Elder was first consider
ing the job as principal of Hardy Elementary School, she asked
to seeacopy ofthe school's results on statewide tests. As it turned
out,she didn't get to see thedata until after she'd already accepted
the job. Looking back, she joked that the school board tricked
her into takingthe job first.

When Elder finally saw the scores, shecouldnot believe what
she was reading. Hardy Elementary didn't just have low test
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scores; it had the lowestscores in the state ofTennessee. She won

dered, "What have I gottenmyselfinto?"
It was abrutal beginning, but things goteven worse. On the

first day of school, she had to expel a student. Every week, it
seemed, Elder encountered a new form of bad behavior. In the

classrooms, students were cussing at their teachers. (Remember,
we're talking about 6-to-8-year-old kids.) Parents sometimes
barged into classrooms in the middle of a lesson to talk to their
kids. One parent was escorted out of the buildingin handcuffs
after he verbally abused the cafeteria manager.

Elder's attempts to restore discipline in the school were met
with resistance. "Parents were comingin andcussing at me, hol
lering at me. One parent tried to run me overwith a car," she
said. Elder wasn't facing a teaching problem or a learning prob
lem. She was facing something much more fundamental. She
said, "I knew I hadto getcontrol of the building before I could
teach."

She forbade parents from entering thebuilding during school
hours without permission from her office. She suspended the
chronic misbehavers in the classroom. She got the police in
volved, when necessary, to enforce the new rules.

But those actions were just a way of eliminating the really
egregious behavior. Her real goal was to transform chaos into
calm. In herjudgment, the trouble began the moment students
arrived at school. If studentswererowdyby 8:30a.m., Elder rea
soned, therewasn't much hope for the rest of the day. She re
solved to conquer the morning by creating a series of consistent
routines thatwould settle the students and prepare them to learn.

The problems began in the driveway where parents dropped
offtheirkids each day. Elder said that often "the mom would al
ready be yelling at the child, andsometimes the musicwasgoing
BOOM-ta-ta-BOOM, and by the time the kid comes into the
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building, they're already upset or angry." So Elder andher staff
did something amazing: They turned themselves into valets.

They resolved to greet every student before he orshe entered
the school building. They waited at the curb outside, openedcar
doors for the kids, smiledandsaid goodmorningto the parents,
and then walked each child inside to the cafeteria. Their valet ser

vicehelpedsmooth the transition to the school day fromwhat for
many kids wasa raucous home environment.

Oncethe kidswere gathered inside the cafeteria, Elder started
every day withadisciplined group assembly. "Continuity isgood
for anychild," she said. "Whatthese kids don't get in their lives
isstability. They have to knowthathere they'll getstructure and
order."

At the assembly, Elder began withannouncements andabrief
call-and-response with the kids. "We're a school of what?" a
teacher would call out. Thekids would respond byshouting, "Ex
cellence!" At 7:50, Elder taught abrieflesson in character educa
tion, typically focusing on a single word, such as perseverance.
She'd have volunteers spell theword and define it.At 7:55, every
onestood and said thePledge ofAllegiance, thensang apatriotic
song(for instance, theWhitney Houston version of"America").
Sometimes kids read aloud, orElder gave themaquick spelling
or math quiz. (Often the prize was a coveted "out of uniform"
pass for Friday, allowing them to wear whattheywanted.)

At 8:00, the kidsstoodandsilendywalked to class with "trav
eling arms," meaning that the kids' arms were folded behind
them, reducing the nearly irresistible urge to mess with their
friends. By the time the kids sat down at their desks, theywere
readyto learn.

Elder shows us how new habits can clear the Path. She inher

ited chaos at Hardy Elementary School, and she asked herself,
"Which parts of this chaos can I tame? What kind of morning
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routine can I set up that will improve the chances that the kids
are readyto learn?"

Shehad to fight the forces that stirred up kids before they'd
evenset foot in the classroom: the tense drop-offs, the cafeteria
pandemonium, the erratic transition to the classroom. Bybring
ingorder andcontinuityto the environment, shewas able to cre
ateforward movement for agroup ofchildren who'dgrown used
to a destructive cycle ofbehavior.

Notice, too, that because ofthe calm environment that Elder

managed to create, "bad" kids started acting like good kids. A
good change leader never thinks, "Why are these people acting so
badly? They must bebadpeople." A change leader thinks, "How
can I setup asituation thatbrings out the goodin these people?"

8.

So far, as we've discussed how to shape the Path, we've encoun
tered two strategies: (1) tweaking theenvironment and(2) build
ing habits. There's a tool that perfectly combines these two
strategies. It's something thatcan beadded to theenvironment in
order to make behavior more consistent and habitual.

That tool is the humble checklist. We discuss it with some

trepidation, because we know the associations buzzing in most
readers'heads: mundane, routine, bureaucratic. "Use a checklist,"

we admit, sounds like advice adadwould give a college student,
along with some tips on tire-pressure gauges and not charging
beer to his Exxon card.

But bear with us, because your perceptions are about to
change. What if we asserted that checklists can be game-
changing, that checklists can save lives?

The Holy Grail of checklists may be one reported by Atul
Gawande in The New Yorker. Patients in intensive care units
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(ICUs) oftenhave intravenous lines putin to deliver medication.
If thoselinesbecomeinfected, nastyhealthcomplications canre
sult. Frustrated by these"lineinfections," which are preventable,
Dr. Peter Pronovost ofJohns Hopkins compiled a five-part check
list.

The checklist contained straightforward advice: Doctors
should wash theirhands before inserting a line, a patient's skin
should becleaned with antiseptic atthe pointofinsertion, andso
on.There was no newscience in the checklist, nothing contro
versial. Only the results were surprising: When the checklist was
put into practice by Michigan ICUs over a period of eighteen
months, it nearly eliminated line infections, saving thehospitals
an estimated $175 million because they no longer had to treat
the associated complications. It also saved about fifteen hundred
lives.

Howcan something sosimple beso powerful? Checklists ed
ucate people about what's best, showing them the ironclad right
wayto do something. (Thatmeans thatchecklists are effective at
directing the Rider.) As Dr. Pronovost said, his five steps were
black and white, backed bysolid medical research. You could ig
nore thechecklist, butyoucouldn't dispute it.

Even when there isnoironclad right way todo things, check
lists can help people avoid blind spots inacomplex environment.
Has your business ever made a bigmistake because it failed to
consider all the right information? A checklist might have helped.
Cisco Systems, one of the largest internet hardware companies,
uses a checklist to analyze potential acquisitions: Will the com
pany's keyengineers bewilling to relocate? Will webeable to sell
additional services to its customer base? What's the plan for con
tinuingto support the company's existing customers? As asmart
business development person, you'd probably remember to in
vestigate 80 percent of these critical issues before any deal is
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struck. But itwould be inadvisable to recall theother 20percent
after theclose ofa $100 million acquisition. {Whoops! Those hot
shot engineers refuse to leave the snow in Boulder.) Checklists pro
vide insurance against overconfidence.

And overconfidence isworth insuring against because weall
have a knack for it. In one classic study, people were asked to
come up with solutions for their university's chronic parking
problem. Ideas ranged from raising parking fees to creating more
"CompactOnly" parking spaces. Afterthe ideas were collected,
a panel of experts assessed them—-eliminating wacky or imprac
ticaloptions—and identified a setof "bestsolutions."

The average individual brainstormer came up with 30 per
cent of the bestsolutions, which is prettygoodfor a solo effort.
Here's what's not so good: The brainstormers confidently pre
dictedthat they'd identified 75 percent of the best ideas. (Weall
know people who believe that the world's accumulated wisdom
onlyadds an incremental 25 percent to theirowncontribution.
You mayhave married one of them.)

A checklist couldhave helped these people. Imagine if you'd
provided themwitha listof "solution categories" to guide their
thinking, reminding them to think about "solutions that raise
the costofparking" and "solutions thathelp morecars parkin the
same amountofspace" andsoon.That listwould have served the
same role asCisco's acquisition categories; it wouldhave sparked
their thinking and kept them from forgetting key areas of con
sideration.

People fear checklists because they see themasdehumanizing—
maybe because theyassociate themwith the exhaustive checklists
that allow inexperienced teenagers to operate fast-food chains suc
cessfully. They think if something issimple enough to be put in a
checklist, a monkey can do it. Well, if that's true, grab a pilot's

checklist and try your luckwith a 747.
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Checklists simply make big screwups less likely. As
Dr. Pronovost said, "We wanted people to standardize on the
mission-critical elements—the areas where wehave the strongest
evidence. And these things that are mission-critical, we've got to
do them everytime."

What does your organization need to do in every product
cycle? What do you need to check for in every contract ornego
tiation? What does your family need to do to prepare for each
newschool year? Putthese things in achecklist. Youmaynot save
alife, but you'll sure avoid a painful blindspot.

You'll also avoid making the Fundamental AttributionError.
Dr. Pronovost's research showed that line infections—life-

threatening problems that are preventable—were rampant. Yet
hedidn't conclude, "We've got ahealth care system full of sloppy,
negligent doctors." Instead, heasked himself, "Howcan I change
these doctors' situations so that they're more likelyto avoid line
infections?" (So before youconclude thatyour husband ishope
lessly absentminded, always forgetting to pickup the dry clean
ing and the milk, maybe you should try shaping his Path. How
about taping achecklist to hissteering wheel?)

As you try to make a switch, the hardest struggle will be to
maintain your motivation, to keep your Elephant on the road.
This puts a huge burden on your Rider, who has to rein in the
Elephant when it strays. In this chapter, and the last one, we've
been searching for ways to use the environment to relieve
the Rider's burden. We started with the storyof Mike Romano,
the soldier who came back from Vietnam with an addiction to

opium. If Romano's fate had hinged solely on the one-on-one
battle between his Rider and his Elephant, he couldn't have
kicked his addiction. It was the environment that tipped
the forces in his favor. When Romano came back to his home

town ofMilwaukee, he found it alot easier to change.
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How can you create an environment that would make it eas

ier for you, or your team, to change? We've seen that supportive
habits—like holdingstand-up meetings oreating two daily bowls
of soup—can help, and so can action triggers that allow you to
preload difficult decisions. Even a simplechecklist can make a
difference. In the next chapter, we'll getthe final piece ofthe puz
zle: the influence ofotherpeople. It's easier to persevere on along
journey when you're traveling with aherd.



Rally the Herd

1.

Think of the last time youwere in asituation where youweren't
totally sure howto behave. Maybe it was your first time in anew
church, or your first time in another country, ormaybe it was a
dinner party where you didn't know many of the guests. What
did you do to try to fit in?

You watched otherpeople, ofcourse.
In ambiguous situations, we all look to others for cuesabout

howto behave. Maybe you've had theexperience of scanning the
table frantically ata fancy dinner, trying to figure outwhichfork
is for dessert. (If you haven't had that experience, we hopeyou
know your forks, because the rest of us copied you.) When the
environmentis unfamiliar, we sprout social antennae that are ex
quisitely sensitive.

In the fancy dinner situation, ourantennae work great, be
cause someone atthe table knows whatto do,andwecan justcopy
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that person. But sometimes in times of change, nobody knows
how to behave, and that can lead to problems. For instance, if
you ever find yourself in an emergency situation, we pray that
there's only one person in the vicinitywho canhelp you, rather
than a crowd. To seewhy, consider some research conducted by
Bibb Latan£ andJohn M. Darley.

ColumbiaUniversity students, having volunteered for a re
search study, were asked to sit in a room and fill out a survey.
Some were left alone; others were put in rooms with two other
students. As they filled out their surveys, a "crisis" emerged.
Smoke began to pour into the room through a wallvent. The
smokecontinued to flow, in irregular puffs, until eventually the
room was filled with haze. Of the students sitting in a room by
themselves, 75 percent gotup and foundsomeone to alert about
the smoke. But when three students were placed in the room
at the same time, only 38 percent of the groups of three ever re
ported the smoke. They just sat there, inhaling the smoke, each
individual's inaction signaling to the other two people in the
roomthat this smoke cloud isntsuch a bigdeal.

In a similar study, individuals or pairs who were completing
a survey heard what sounded likeawoman falling down loudly
on the other side of a room divider. Of the lone bystanders, 70
percent wentto help her, butonly40 percent of the pairs helped.
Even when the pairs helped, theyacted moreslowly than the in
dividuals.

Why do groups fail to respond as well as individuals?
In ambiguous situations—smoke pouring into a room, the

apparent sound of a fall-—people look to others for cues about
how to interpret the event. If you see aman suddenly collapse at
the mall, your brainraces through possible interpretations: It's a
heartattack! Or,wait,maybehe trippedand fell down. Or what
if he's playing a gag on someone? You're reluctant to rush over
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immediately, because if he simply tripped, your alarm-bell be
haviorwill leave you both embarrassed.

If you're the onlyperson around to react, you'll probably make
your best guess—heart attack—and rush over. But if there's a
crowd, you've got two stimuli to process: the collapse itselfand
the crowd's reaction to the collapse. You might pause briefly to
study the crowd. Are other people acting like he's hada heart at
tack? You stand there, idling, ready to spring into action at the
first sign of crisis. Butas youwait, other people are looking back
atyou, andwhentheysee youidling, your behavior becomes data
for their theory that it's not anemergency. And that's why three
people can sitin aroom filling withsmoke andnot makeapeep.

We all talk about the power of peer pressure, but "pressure"
may be overstating the case. Peer perception is plenty. In this en
tire book, youmightnot find asingle statement that issorigor
ously supported by empirical research as this one: You are doing
things because you see your peers do them. It's not only your
body-pierced teenwho follows thecrowd. It's you, too. Behavior
iscontagious. Let's takeaquickepidemiological tourofbehavior.

We start with amind-blowing finding: Obesity iscontagious.
A groundbreaking study led by Dr. Nicholas Christakis of Har
vard Medical School, which followed 12,067 people for thirty-
two years, found that when someonebecameobese, the odds of
that person's close mutual friends becoming obese tripled! Re
markably, proximity didn't seem to matter. Obesity seemed to
"spread" between friends even when theywere in different parts
of the country. In explaining these findings, Dr. Christakis said,
"You change your idea of what is an acceptable body type by
lookingat the people around you."

Drinking is contagious. A study showed that when college
males were paired with a dormitory roommate who drank fre-
quendyin highschool, theysaw their GPAs godown by aquar-
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ter point on average. There's an endless list of other behaviors
that are contagious, as well: marriage; shaking hands to greet
someone; wearing fashionably fluffy boots; and investing in
Google. And you mightwantto avoid hanging around with base
ball players, lest you start compulsively spitting.

It's clear that we imitate the behaviors ofothers, whether con

sciously or not. We are especially keen to see what they're doing
when the situationis unfamiliar or ambiguous. And change sit
uations are, by definition, unfamiliar! So if you want to change
things, you haveto payclose attention to social signals, because
they can either guarantee achange effort ordoom it.

When you're leading an Elephant on an unfamiliar path,
chances are it's going to follow the herd. So how do you create a
herd?

2.

The Elephant constandy looks to the herdfor cues abouthow to
behave. This is why baristas and bartenders seedtheir tip jars—
they're tryingto sendsignals about the "norm" ofthe herd. It's a
time-honored tactic. In fact, opera companies used to plant
stooges in the audience to laugh andapplaud at the appropriate
times. (If thatseems quaint, remember thatthe "stooges" are alive
andwellon the laugh tracks of your favorite sitcom.)

But sometimes social cues are hidden. For instance, hotel

bathrooms oftendisplay litdecards asking guests to usetheirtow
els morethanonce, usually appealing to a pro-environmental ob
jective such as the conservation of water. (Also conserved,
coincidentally, are labor costs in the hotel laundry room.) So
should you reuse your towel? It's not a clear-cut situation. At
home, you probably use your towel more than once, but in
a hotel, you might expect a bit more pampering, including a
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clean towel every time you need one.There's no obvious social
norm to consult, because you can't peek into the other guests'
bathrooms.

Well aware ofthe power ofcontagious behavior, agroup ofso
cial psychologists persuaded a hotel manager to test out a new
signin the hotel bathrooms. The sign didn't mention the envi
ronment at all; it simplysaid that the "the majority of guests at
the hotel" reuse their towels at least once during their stay. It
worked—guests who gotthissign were 26 percent morelikelyto
reuse their towels. They took cues from the herd.

Note the downside, though. If the sign hadsaid, "About 8%
of ourguests decide to reuse their towels," newguests wouldhave
been &wlikelyto reuse theirs. (Thesame effect explains why you
don't tip the person who bags your groceries, even though that
person isdoingas muchvaluable workas yourbarista. The herd
told you not to.) In situations where yourherdhasembraced the
right behavior, publicize it. For instance, if 80 percent of your
team submits timesheets on time, make sure theother 20 percent
knows the group norm. Those individuals almost certainly will
correct themselves. But ifonly 10 percent of yourteamsubmits
timesheets on time,publicizing those results willhurt,not help.

When the norms are against you, what can you do to rally
the herd? That, in essence, was the problem facing Gerard Ca-
chon, aWharton School operations professor. In 2006, Cachon
became the editor of the journal Manufacturing andService Op-
erations Management (MSOM). Hereare the tides ofsome ofthe
articles featured in MSOM:

• "Requirements Planning with Substitutions: Exploiting
Bill-of-Materials Flexibility in Production Planning"

• "A General Framework for the Study of Decentralized
Distribution Systems"
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• "Stock Positioning and Performance Estimation in Serial
Productions-Transportation Systems"

• "Contract Assembly: Dealing with Combined Supply
LeadTime and DemandQuantity Uncertainty"

If you just felt your pulse quicken, you are definitely an opera
tions person.

Needless to say, MSOMisritthe kind ofmass-appeal period
ical that will be shelved between Maxim 2nd People at the local
newsstand. Its role is to showcase the latest thinking in the field
ofoperations. Professors compete strenuously to gettheirarticles
published in journals like MSOM, because in order to get pro
moted within their university departments, they need a solid
track record of publication. (You've probably heard the expres
sion"Publish or perish.")

Getting articles published isalongprocess. First, you do alot
ofresearch—often several years' worth.Then you writean article
describing the research andsubmitit to ajournal. The journal ed
itor farms out your article to "peer reviewers"—other professors
who agree to critique yourpiece (anonymously). The editor then
summarizes the opinions ofthese reviews anddelivers averdict—
yes, no, or revise andresubmit. If you getthe R&R verdict, you'll
often have to launch somenew research to plugthe holes in your
work, and ifyou do that, you can eventually resubmit your paper
for anewcycle of reviews. It's anexhausting process—it routinely
takes years to geta paper published.

A key botdeneck is the peer review stage. If it takes a long
time for other professors to read the article and give feedback,
the wholeprocess grinds to ahalt. The standard review times for
manyacademic journals range from three to sixmonths.A front
line scientific journal like Science or Nature might get reviews
done in a few weeks.
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When Gerard Cachontook over MSOM, most peer reviews
were taking from seven to eight months, and many were taking
over a year. Earlyin his tenure, Cachongot e-mails from profes
sors who were hesitandy checking in with him about a paper.
A typical note might say, "I submitted this paper twoyears ago
and I justwantedto check into progress." In several cases, when
Cachon checked on the paper in question, he learned that the
journal had no record of itsever being submitted. Imagine writ
ing that e-mail response. (And take a second to contemplate an
environment in which professors feel badaboutcheeking in after
two years! Talkabout learned helplessness.)

Ironically, operations people are supposed to bethe folks who
make the trains run on time—they deal with logistics and bot-
denecks andsupply chains andcycle times. For a psychology jour
nalto outperform an operations journal-—that's asdisgracefixl as
Michael Phelps being trounced in the 100m freestyle byDr. Phil.

Cachons goal was obvious—make things move faster. But
what couldhe do? He had no power over any of the reviewers.
They didn't report to him. Reviewers are volunteer labor who
perform a difficult task forfree. Howwould youlike toverify the
logic ofsomeone's mathematical derivations in a paper on opti
mal serial transportsystems?

Cachons game plan provides a great review of the Switch
framework. First, he spoke to his constituents' Riders bypoint
ing to the destination. "I knew there was a collective goal that I
could appeal to,"hesaid. "Every author wants fast cycle timeand
iswilling to provide it if everyone else does. But no one wants to
be the onesucker whoprovides the fast lead time,and thenwhen
they submit their papers it takes forever." Cachon announced
that MSOM would review papers within sixty-five days—that
was 72 percent faster than itsprevious average!

Second, he appealed to identity. Were operations people, for
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Pete's sake. We should be leading the way on efficiency and turn
around time!Third, he defined a clear behavior: Every reviewer
had to submit feedback within five weeks. Cachon got the re
viewers to commit up front that they couldmeet the deadline.

Finally, Cachon found a way to rally the herd. Every Friday,
he postedan Excel spreadsheet on the internet that showed the
status of every paper submitted to the journal. Every reviewer
could seewhat the other reviewers had done (andwhen). If they

violated their five-week commitment, the tracking sheetcreated
powerful pressure, especially whenCachon called them andsaid,
"Look, other people are doing this on time, and, by the way,
here's the data." When people saw the data, they realized, Whoops,
I'm the bottleneck.

With the online tracking sheet, Cachon was using the hotel-
towel strategy. He was publicizing the group norm. Otherpeople
are getting their work done on time. Why won'tyou?

Cachon set out to make good behavior contagious, and he
succeeded. As aresult ofCachon's brilliant plan, MSOMnow has
the fastest turnaround time of anyjournal in the field ofmanage
ment science. And, because ofhis work, Cachon was asked to take

over the flagship journal ofthe whole field, Management Science.
Cachon said, "Now, when people get their reviews in fifty

days, they come back and say, 'Wow! I can still remember the
paper!

3.

We've seen that behavior is contagious at the individual level
(obesity and tip jars) and at the group level (Cachon's on-time
reviewers). It probably will not surprise you that behavior also is
contagious atthe societal level (see bell-bottoms andorganic food
andthe phrase "at the endofthe day"). Butwhatmay interest you
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is that there's a particular behavior, now ubiquitous in America,
that we can trace backto its origin. What follows is the storyof
a guy who, at the end of the day, changed the way a society be
haved.

In the 1980s, Jay Winsten, a public health professor at Har
vard, got interested in the ideaof a "designated driver." He'd
picked up thisconcept from Scandinavian countries, where it was
already a norm. At the time, the concept did not exist in the
UnitedStates. No onehere knewwhata"designated driver" was.

Winsten andhisteamat Harvard made it theirgoal to create
asocial normin theUnited States: If youwere going out drink
ing, youwould picka designated driver who would commit not
to drink for the evening. How do you create asocial norm out of
thin air? Winsten's inspiration was that you could make the be
havior contagious by repeatedly exposing people to it, in many
different contexts, even if those contexts were fictional.

Winsten and his team collaborated with producers, writers,
andactors from more than 160 prime-timeTV programs, sprin
kling designated-driver moments naturally into the plots. Seg
ments featuring designated drivers appeared onHunter, The Cosby
Show, Mr. Belvedere, and Who's the Boss? On an episode of the
smash-hit 1980s legal drama L.A. Law, the heartthrob lawyer
played by Harry Hamlin asked abartender to call his designated
driver. A designated-driver poster appeared in the bar on Cheers.

"Jay's crusade was one thatwe could do something about
fairly easily, unlike a lot ofotherworthwhile causes," said Grant
Tinker, then avice president of NBC, who introduced Winsten
to dozens of writers at all the major networks. Winsten always
requested just "five seconds" ofdialogue featuring thedesignated-
driver idea, not awholeepisode orevenawholescene. "Consid
ering the simplicity of it all," said Tinker, "it was veryhard for us
to feel ourindependence was being challenged."
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Notice how smart Winsten was: He used the power of the
Path to change the publics behavior, buthe used the power of the
Riderand the Elephant to change the network executives' be
havior. With his five-second requests, he was directing the Rider
by describing asimpleaction thatcouldhelpon acomplexprob
lem,andhewas motivating theElephant by shrinking the change.

In 1991, three years after the campaign launched, nine out
of ten people were familiar with the term designated driver. And
theywere behaving differendy as aresult. Thirty-seven percent of
all Americans reported having acted as designated drivers* and
54 percent of frequent drinkers hadbeendriven home by one.
The behavior change saved lives. Alcohol-related traffic fatalities
declined from 23,626 in 1988 to 17,858 in 1992.

Winsten used the power of television to simulate a social
norm. But you don't need Hollywood to create a herd.When
StevenKelman, whom we discussed in the "Shrink the Change"
chapter, took over the government s procurement reform efforts,
he realized that oneofhisbeststrategies was to "unleash" change.
By that, he meant that he needed to send signals to the people
who already supported procurement reform. Kelman knew
he needed to tellthe supporters, "Its safe to getvocal now." In the
beginning, he didnt need to create newbelievers somuch as he
needed to unleashthe believers he already had.

In the fall of 2007, a group of publicrhealth and AIDS ex
perts had a chance to get involved in a situation where change
needed to be unleashed. The setting was Tanzania, and the sub
jectwas sugar daddies.

4.

InTanzania, "sugar-daddy" relationships are common. Youknow
the drill: An older man pursues a younger woman; they start
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having sex; and as part of the "deal," the youngwoman receives
gifts or favors—a cell phone, money for school tuition, clothes,
andsoon.This ishardly auniquefeature ofTanzanian culture, as
evidenced by Hugh Heftier andhis sextuplet blondhousemates.

But the sugar-daddy relationships inTanzania are moretrou
bling. First, thewomenare oftenunderage girls—15> 16,17 years
old. Second, the power dynamics in the Tanzanian sugar-daddy
relationships often lead women to engage in unsafe sex. (It's not
easy to insistthat your partner put on acondom when he's your
elder and your benefactor.) This power dynamic is universal, of
course. Americanteenswho datemen who are six or more years
older are almost four timesmorelikelyto getpregnant than teens
who date within two years of their own age.

The reality is thatwhen older men want unsafe sex, they tend
to gettheirway. InAmerica, thatmeans the girls getpregnant. In
Tanzania, it means they getAIDS anddie. And that's why sugar
daddies inTanzania are aserious public-health problem.

Health experts call these sugar-daddy relationships "cross-
generational." In the age group 15to 24, women in sub-Saharan
Africa are three timesmorelikelyto be HIV-positive thanmen in
the same age range. It's the relationships that these younger
womenhave with older men thatexplain the disparity. The cross-
generational relationship opens up abridge for HIV to travel be
tween populations that ordinarily wouldn't intersect.

The other thing that's different about sugar-daddy relation
ships inTanzania isthat, despite thehealth risks, there's no strong
social taboo against the behavior. In the United States, 50-year-
old lechers who chase college girls are punished for it socially.
Can't you justhear the man's sister telling him, "You're pathetic"?
Can't you just see the eyes rolling athis office? But there's no real
equivalent of this social stigma in Tanzania. It's accepted that
high^-status men willdisplay theirstatusin thisway.
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Yet the great majority of Tanzanians—89 percent in one
poll—believe thatcross-generational relationships are wrong. Un
fortunately, theiropposition tends to bequietandprivate; it's an
uncomfortable issue to discuss.

In August2007, PamelaWhite andMike GehronofUSAID,
a relieforganization that's partof the U.S. State Department,
called together adiverse teamofexperts (including the two ofus)
in ahotel in DaresSalaam. The mission: to develop a campaign
to fight cross-generational sex. Leading the team was a group
from Johns Hopkins University's Bloomberg School of Public
Health. Others includedAIDS experts and about a dozen local
artists and creatives (producers, actors, writers, and at least one
Tanzanian soap-opera star, who was interrupted at one point for
an autograph).

The discussions were difficult. The issue was complicated, and
it wasn't even clear where to start. For example, no one believed
that scolding the sugar daddies would be effective in stopping
their behavior. And the public-health experts thought that we
were unlikelyto convince youngwomento refuse the advances of
these men, because the social and financial pressures on them
were too intense to be coimtered by a campaign. So we started
thinking: If we can't change themaincharacters in thisstory, can
we change theirenvironment?

Recall from Chapter 8 thatRackspace changed individuals by
changing theirenvironment, their culture. But thatwas onecom
pany. Wasit possible to change the social atmosphere inanentire
country} The team knew that Tanzanians objected to cross-
generational relationships but, for whatever reason, remained
quiet about them. Could the team give a voice to that resent
ment?

We needed to find awayto makeTanzanians feel comfortable
discussing something uncomfortable, a way to disarm the
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conversation. And someone blurtedout: "Weneed people to be
ableto laughat this! We needhumorl"

Inspired, the team hatched the ideafor a villain. He'd be a vil
lain people would love to hate, like J.R. Ewing, the eternally
scheming oilman of theoldTV show Dallas. As thegroup kicked
around theidea, a portrait ofthevillain began to emerge: He'dbe
an oldermanwhoencapsulated the sugar daddy—someone who
hit on young girls constandy, relendessly, shamelessly. He'd ap
proach them anywhere he could find them, and he'd offer
favors—free meals, free drinks, clothes, or timeon hiscell phone.

Someone suggested that the villain be called "Fataki," and
everyone's eyes lit up. Fataki is a Swahili word that translates
loosely as "explosion" or "fireworks"—something dangerous and
a bit unstable. In otherwords, Fataki issomeone youwantto stay
awayfrom.

The plan was to start telling Fataki's storyin radio commer
cials, because radio comes closest to being a universal medium in
Tanzania. The team started dreaming up dozens of situations to
put Fataki in, and across thesesituations there would be a com
monelement: Despite hisstatus andwealth advantages, and de
spite his smooth talk, Fataki never succeeds. He fails again and
again because an outsider intervenes to disrupt his seductive ef
forts. Like Wile E. Coyote stalking the Road Runner, Fataki
chases andchases andchases butnever gets his prey. He's pathetic.
He's someone you canlaugh at.

Here's the translation of a Fataki spot called "Chicken and
Chips":

{Noisy sounds ofa restaurani)
GIRL: Oh so many choices ...

fataki: Please pick one..:..
GIRL: Ah, waitress, is this chicken or... ?
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waitress: I would recommend this one ...

fataki: That's too expensive! Listen. Give her
chicken and chips with some sauce.
That'sgood, right,my love?

girl: Hmmmm ... OK.

(Waitress acknowledges their order andwalks away.)
fataki (to Girl): Oh, please go and tell her it is

a take-away!
girl: Okay.

(Background voices ofwaiters orderingfood)
WAITRESS (whispering): I'm glad that I have a

chance to talkto youalone. Don'tyoufeel
ashamed to have a relationship with such
an old man? Here, take your chips and
leave quickly through thisbackdoor ...

{Sound ofdoor opening)
fataki: Waiter, what is goingon there?

waitress: Sir, the girl just went away. Would you
likesomething?

fataki: What?! I came with her. She went

throughwhich door?
waitress: But you have not paid for the chips,

sir . . .

FATAKI: Ehhh???

waitress: Sir, this kid is not your age...
fataki: Ah, takethe moneyand leave me alone!!

waitress: Hee hee hee! Got him!

announcer: Protectyour loved ones from a Fataki!

Radio spotslike that one became part of a unified campaign
that was pilotedin a ruralregion called Morogoro. The campaign
consisted of 10 different radio spots that were played on 3 sta-
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tions, and 170 banners that were hung on stores and public
buildings. The typical person heard about one radio spot a day.
The campaign had two goals. The first was to create a mocking
label for sugar-daddy behavior. The creative team's objective was
to someday walk into aTanzanian nightclub and overhear one
patron telling another, "That guyissuchaFataki." By makingit
OK to mock the Fatakis, the teamwould help to counteract the
natural status advantages of older and wealthier men. The sec
ond goal of the campaign was to encourage "interventions'' by
outsiders—friends, relatives, teachers, evenwaitresses—by mod
eling the behavior in the radio spots. The message was: "It's your
responsibility to look out for these youngwomen. Protect your
loved ones from a Fataki!"

The results from the pilot campaign were unexpectedly
strong. By the end of the four-month campaign, 44 percent of
people who were asked "What wouldyou call a50-year-old man
who is always tryingto seduce younger women?" spontaneously
replied "Fataki." Seventy-five percent of Morogorans reported
discussing Fataki with others. And the percentage ofpeople who
said "I can do something about cross-generational sex" increased
from 64 percent before the pilotto 88 percent afterward.

Having succeeded in Morogoro, the campaign was rolled out
nationally inTanzania, andtheword began to spread nationwide.
A health care worker setting up HIV clinics in the outer reaches
of Tanzania reported that even in remote villages, Fataki had
managed to bringaconversation out ofthe closet. Within weeks
of the national launch of the campaign, the banner front-page
headline of a Tanzanian tabloid accused Kanumba, a popular
actor, of beinga Fataki. (He'd been spotted checking into the
Lambada Hotel with a young girl.) The Tanzanian publichad
taken ownership ofa name and a character who symbolized the
badbehavior they'd resented, quiedy, all along.
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CLINIC

How CanYou Stop John's

BlackBerry Addiction?

SITUATION John hasa BlackBerry addiction. His body twitches every timehis

BlackBerry goes off. Hecan't stop himself from checking every message that

comes in.It'sbecome a serious distraction. In meetings at work, hefinds himself

sneaking the device under the tableto readmessages covertly. (Itannoys John's

colleagues that hethinks he'sfooling them.) John's wife becomes increasingly ir

ritatedthat he can't focus on theirdinner conversation, and one day he almost

has a fender-bender because he istrying to e-mail someone while driving. John

knows that he needsto cut it out, but every timehe resolves to stop,the Black

Berry buzzes. [John isfictitious, butwe all know a John.]

WHAT'S THE SWITCH AND WHAT'S HOLDING IT BACK? This ISthe

lastClinic inthe book, and bynow, we hope you'll make easywork of thissitu

ation.The behavior change isclear enough: John needsto stop using his Black

Berry all the time (andespecially while driving). What's holding him back? His

Elephant, ofcourse. In anyaddiction situation, the Elephant isthe culprit. To rein

inJohn's Elephant, we'lluseallthreepartsofthe framework. Take a moment to

generatean action plan forJohn, andthencompare your noteswith ours.

HOW DO WE MAKE THE SWITCH?

• Direct the Rider. 1. Find the bright spots. Arethere times when John

doesn'tfeel the BlackBerry compulsion? What's different aboutthosetimes, and

canwe find a way to replicate thoseconditions? 2. Point to the destination.

John needsa B&W goal, like BP's "Nodry holes." Recall that B&W goalsare par

ticularly useful insituations where people are prone to rationalize. (John iscon

stantlytelling himself, "I just needto check and see if this one specific e-mail

has comein.")Johncould experiment withdifferent B&W goals:NoBlackBerry

during dinner, or NoBlackBerry after 6 p.m., or The BlackBerry comes outonly

when I'm traveling. Heneedsto eliminate hisownwiggle room.
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• Motivate the Elephant. 1. Find the feeling. Have John's wifeforce him

to readaloud the lastten e-mails that he received andthen askwhether anyof

themis really worth getting twitchy over. Alittle embarrassment might do him

good. 2. Find the feeling. Car accidents arehappening more andmorebecause

ofpeople like John. Confronting John with a particularly sobering news story—

forexample, "Cute Puppy Run Over byE-Mailing Driver"—might bea good idea.

3. Build identity.John's wife (orhis colleagues) could highlight how hisBlack

Berry habitdoesn'tfitwith his character: "John, you're usually such an 'in con

trol' guy. It'sweird to seeyou so flaky." 4. Build the growth mindset. Some

smokers quitsuccessfully ontheseventeenth try. IfJohn truly wants to curb his

habjt, his friends shouldn't lethim give upifhe"relapses" a fewtimes.

• Shape the Path. 1. Break the environment. John's wife can simply

smash hisBlackBerry witha hammer. Problem solved. 1a.Tweak the environ

ment, ifsmashing it isn'tpossible, John could lock his BlackBerry in thetrunk of

his carevery time he drives. That way, hewouldn't have to fight the Elephant

when it buzzes. 2.Tweak the environment. The siren song ofthe BlackBerry is

itsbuzz (or ring orflashing red light). Can you turn off thesound? Cover upthe

light? (Paint over thelight with Wite-Out ifnecessary.) 3. Rally the herd.John's

colleagues should make sure he knows he's notfooling anybody in meetings.

They should make a pact that, each time John sneaks a look at his BlackBerry

under thetable, they will all stare at him until hemeets their (disapproving) eyes.

5.

The Fataki case study may have felt foreign to you. It probably
doesn't bear many superficial similarities to thechanges you're con
templating. Butlook at theunderlying dynamics: You want certain
people to actdifferendy, but they are resistant to the change. So
you rally the support of otherswho in turn could influence those
youhope to sway. In essence, it's anattempt to change theculture,
and culture often is the linchpin of successful organizational
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change. As former IBM CEO LouGerstner said, "I came to see, in
my time at IBM, thatculture isn't justoneaspect ofthe game—-it
isthe game." But organizational culture isaslippery, abstract con
cept.How do you change it? Where do you start?

In 1984,LibbyZion, an 18-year-old freshman at Bennington
College, at home visitingher parents in Manhattan, died in a
New York teaching hospital. She'd been given the wrong med
ication by a medical resident who'd been working for over
19 hours. Her death sparked an outcryoverthe excessive hours
worked by medical interns. (Interns are first-year residents.
Theyve completed three years of medical school and are begin
ning full-time work in hospitals.) Traditionally, interns have
workedan astonishing 120hours perweek.

The story of Libby Zion became the centerpiece of a cam
paign to limit the workweeks of medical residents. Almost two
decades later, in 2003, Congress finally seemed ready to move.
Then the American Council far Graduate Medical Education—

which accredits medical schools—made aneffortto preemptcon
gressional legislation by requiring 80-hour workweeks for
residents starting inJuly 2003. That mightseem to be the end of
the story. A switch happened in medical schools because someone
with fiat power mandated the change.

In this case, though, fiat power failed. A subsequent studyby
theJournalof"theAmerican MedicalAssociation found that onlya
third of general surgery residency programs complied with the
new workweek limits. Why would hospitals fail to change their
ways in spite of the fact theywere puttingpatients atrisk(as well
as their own accreditation)?

Katherine Kellogg, an ethnographer at MIT's Sloan School
ofManagement, wantedto understand why someorganizations
complied with such regulations andothers didn't. Shedecided to
study two northeastern teaching hospitals, nicknamedAlpha and
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Beta, that were well matched in size, sector, struaure, and other

factors. Shewas given full access to the staffers ofthe two hospi
tals, and sheobserved the two hospitals for an average oftwenty
hours a week, each, for fifteen months. Kellogg was the perfect
eyewitness to areal-world cultural change effort.

6.

In the questto reform, the fiercest battle would be fought over a
surprisingly mundane practice called the "daily signout." The
daily signoutis the point, usually about9 or 10 p.m., when sur
gical interns handoff theirpatients to the on-call night resident.
During the signout, the intern briefs the resident on each pa
tient's status, so that the resident is prepared to take care ofany
emergencies that happen overnight.

But interns weren't really handing off their work, and that's
one reason why they were working 120hours aweek. On every
thirdnight,there was no handoffatall—the interns were on duty
all through the night. And on the other nights, they stayed late
to finish the paperwork they should have handed off. Worse,
night residents usually refused to do any paperwork overnight,
so the interns had to show up early the next morning—at, say,
4 a.m.—to complete it before beginning their normally sched
uled rounds at 6 a.m.

To enforce an 80-hour workweek, the hospitals needed to
start taking the daily signouts seriously, but that wasn't quite as
easyasit sounds. Emotional resistance to reformwasentrenched

in bothAlphaandBeta and, indeed, in mosthospitals across the
country. Signing out conflicted with long-standing cultural prac
tices. For instance, one opponent said, "Youlearn by beinghere.
There is a huge amount of information passed on in an ad hoc
fashion at2 o'clock in themorning whenthe senior residentand
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you are tryingto geta patient's bloodpressure up oran IV in. You
needto be the one managing it, doing it, in order to learn." (In
otherwords, interns would be putting their medical education
at riskby, er, sleeping.)

Other opponents stressed the importance of "continuity of
care"—minimizing the numberoftimesthat patients were passed
amongdoctors. As one resident said, "The problem with hand-
offs is that things fall through the cracks andthings getmissed."
A final objection, in essence, was that if the interns didn't pay
theirdues, it would be unfair to everyone who'd already put in
time as the paperwork lackeys: "These guys have beenthere and
done that.... You can see how it would be tough as a fourth-
year resident to be told to do the intern job all over again."

Fortunately, at both Alpha and Beta, there was substantial
support for signout change among the interns' superiors, suchas
senior residents and chiefresidents. At Alpha, 13 out of 31 su
periors were "reformers" who supported the change; at Beta, 12
out of 18were reformers. Because ofthis support, circumstances
looked ripe for real change. All signs were "Go."At long last, the
120-hour workweek would be abolished.

Therewas justone problem: The interns wpuldn't sign out.As
one intern said, "Being considered a goodintern has nothing to
do with what you know or how wellyou manage your patients.
It is totallybased on workinghard andnot handingstuffoff. It's
your attitude, not your ability.... This iswhere I live. I only go
home to sleep. It sounds sick, but these people are like my fam
ily. The worstthing would be not to be respected by theseguys."

Forthe interns,social status wasat stake. The interns felt they
wouldn't be respected if they embraced the signout.Changewas
coming into conflictwith culture, and let's face it, a new rule is
no match for a culture.

Could the hospitals change their culture? Here's where their
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paths diverge: Fifteen months into Katherine Kellogg s research,
Alphahadmanaged to win the culture battle, andBeta hadlost
it. Anyone who wants to create organizational change needs to
understandwhy.

7.

Kellogg discovered that the change hinged on the smallest work
teams at the hospital, whichmet each dayfor "afternoon rounds."
Each teamwas composed ofthree or four residents (both interns
and more senior people), and during afternoon rounds, theydis
cussed the patients under their care and other important issues.

The afternoon rounds at the two hospitals differed a great
deal:

• At Alpha, the rounds were lengthy (around anhour) and
had a high attendance rate. The teams tended to meet in
quietcorners, movingfrom patient to patient around the
hospital floor.

• At Beta, the rounds were more casual. They were shorter
(twenty or thirty minutes), and team members often
called in orsent amessage instead of showing up in per
son. The teams at Beta didn't meetat patients' bedsides;
theymet in the computer lounge, where all the residents
hungoutbetween shifts. (Take amoment to contemplate
the different behaviors that might beencouraged by the
differing formats of these rounds.)

Teams were shuffled about once amonth,andevery sooften,
by the luck of the draw, all the people on a team wouldbe re
formers who supported the shorter workweeks. At Alpha, the
reform-minded teams found great strength in their rounds. They
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were spending anhourinprivate discussions witha group oftheir
fellow believers. But at Beta, the format of the afternoon rounds

blocked any momentumfor reform. The teams met for only a
short time, and members often were missing. Worse, teams were
meeting in the computer lounge, where lots of people who op
posed reform could overhear their conversation, which led
reform-minded members to self-censor.

Bottom line: At Beta, the afternoon rounds were irrelevant to

thechange. AtAlpha, they became thespark, and therounds be
came, in essence, underground resistance meetings.

8.

Researchers whostudy social movements call situations like these
"free spaces"—small-scale meetings where reformers can gather
andready themselves for collective action without being observed
bymembers ofthedominant group. Free spaces often play a crit
ical role in facilitating social change. Civil rights leaders, for in
stance,wereable to usesouthern blackchurchesas freespaces to

prepare themselves for action.
Kellogg was present, every day, at Alpha and Beta as one re

form movement blossomed and the other wilted. She attended

thirty-one free-space meetings at Alpha and twenty-two meet
ings at Beta. Themeetings at Beta had a comparable number of
reformers but weren't conducted in a free space.

At Alpha, 77 percent of the meetings included discussion
about the legitimacy of the signout process, and 81 percent of
the meetings drew boundaries between "us" and "them"—
reformers versus resisters. At Beta, none of the meetings featured
either kind ofdiscussion.

During the Alpha free-space meetings, the reformers began
to develop a language for talking about the advantages of the
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reform. For instance, during onemeeting, thechiefresident de
constructed the "continuity of care" argument made by change
resisters:

It is important to take personal responsibility. But I

think you canpreserve this personal commitment with

out having one person there all the time. Some people

are oldschool and say, "I'm going to do it myself." For
me, it is the team thatisgoing to take care of everything.

Each of us takes personal responsibility to make sure
that patient care is the best it can be, but that doesn't
mean doing itallyourself2s long as all of thepieces fit to
gether, [emphasis added]

This resident was developing what Kellogg calls an"opposi
tional identity." Every culture, whether national ororganizational,
is shaped powerftdly by its language. Across the reform-minded
Alpha teams, anew language was being incubated that reflected
a new setofvalues. Old school versus new school. Trustingyour
team versus doing it all yourself. Being efficient versus living in
the hospital.

At Alpha, the reformers had the space and the language
needed to brewa newidentity. At Beta, they didn't. The lessons
are clear. If you want to change the culture ofyourorganization,
you've got to getthe reformers together. They need a free space.
They needtime to coordinate outside the gaze of the resisters.

Counterintuitively, you've gotto letyour organization have an
identityconflict. For a time, at least, you've got to permitan "us
versus them" struggle to take place. We know this violates our
"we're all on the same team," Kumbaya-ish instincts. It's not de
sirable, but it's necessary. Think of it as organizational molting.

To encourage this molting in your culture, thinkof all thetools
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we've built up in the Path section. First, you need to tweak the
environment to provide a free space for discussion. At Alpha, the
rotational teams hada private place to meet, and that created a
free space where the newidentity could grow. Do yourown "re
formers" have aprivate place where theycan meetandcoordinate?

Second, you should buildgood habits. Recall the idea ofac
tion triggers—visualizing when and where you are going to do
something important. The interns at Alphawere essentially set
ting action triggers. They thought about what they would say,
and how they would act, when 9 p.m. came and the signout
process was triggered. They mentally rehearsed how they would
respond if anargument flared up with the night resident. Have
members of your team rehearsed how they'll react when they
meetresistance from your organization's "old guard"?

Finally, youshould rally theherd. At Alpha, theleaders helped
the reformers find one another, and thereformers began to cre
ate a language—as we saw in the examples of the designated
driver and Fataki—that allowed them to talk about their values

with others. Asaleader, youcan help prod them to create thislan
guage, to findways to articulate whatisdifferent andbetterabout
the change you seek.

9.

We started the Path section by discussing the Fundamental At
tribution Error—the tendency to attribute behavior to people's
character rather than to their environments. Look again at the
teaching-hospital example. At Alpha, 42 percent ofsuperiors sup
portedthe change; at Beta, 66 percent supported it. Almost allof
us would have put our money on Beta. Not many of us, when
confronted with thatdata, wouldhave immediately thought, Yes,
but whatabout the situationalforces?
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At the two hospitals, individual character competedwith sit
uational forces, and situational forces won. This brings us back
full circle to the food drive study, where a jerk with clear in
structions was morecharitable thanasaint with generic instruc
tions. The linebetween saints andjerks wasn't as clear as wemight
have thought. Neitherwas the line between supporters and re
sisters ofhospital reform.

If the right Path can turn a jerk into a saint, then the right
Path can also turn a change enemyinto anally.
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1.

"A long journey starts with a single step." As cliches go, that's
pretty wise.

But you know what else starts with a single step? An ill-
conceived amblethat you abandon after a fewminutes.

So, yes, a long journey starts with a single step, but a single
stepdoesn't guarantee the long journey. How do you keep those
steps coming?

The first thing to do is recognize andcelebrate that first step.
Something you've done has worked. You've directed the Rider,
you've motivated the Elephant, you've shaped the Path-—and now
your, team is moving, or you're moving.When you spot move
ment, you've got to reinforce it. On this front, we can take in
spiration from arather unlikely source: trainers ofexoticanimals.

The writerAmy Sutherland studiedanimal trainers who teach
dolphins to jump through hoops and monkeys to ride skate-
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boards. These are very, very long journeys indeed. What do you
do, in the first hourof the first day, to teach amonkeyhow to ride
a skateboard?

The answer doesn't involve punishment. Animal trainers
rarely use punishment these days. You can punish an elephant
only so many times before you wind up as a splinter. Instead,
trainers set a behavioral destination and then use "approxima
tions," meaningthat they reward each tiny step toward the des
tination. For example, in the first hourofthe first dayoftraining,
the future skateboarding monkeygets achunk ofmango for not
freaking out whenthe trainer putsthe board in hiscage. Later, he
gets mango for touching the board, then for sitting on it, then for
lettingthe trainer pushhim back andforth on it. Mango, mango,
mango. Hundreds of sessions later, you've got a mango-bloated
monkey ready to skate ahalf-pipe.

As Amy Sutherland studied the exotic-animal trainers, she

had an epiphany: Shewondered whatwouldhappenifsheused
these techniques on that"stubborn but lovable species, theAmer
ican husband." Inspired by the idea, shewrote a hilarious New
York Times article on herattempts to train herhusband. The ar
ticle, "What Shamu Taught Me About a Happy Marriage," be
came the most e-mailed articleon the Times website in 2006, and

it led to a book on the same topic.
Frustrated by her husband's various pecadilloes, Sutherland

began to use approximations with him: "You can't expecta ba
boon to learn to flip on command in one session, just as you
can't expect anAmerican husband to begin regularly pickingup
hisdirtysocks by praising him once for picking up asingle sock.
With the baboon you first reward ahop, thenabigger hop, then
an even bigger hop.With Scott the husband, I began to praise
everysmall acteverytime: ifhe drove justamile anhour slower,
tossed one pair of shorts into the hamper, or was on time for
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anything." And Scott, basking in the appreciation, began to
change.

This approach contrasts with much of the thinking on im
proving relationships at work. For instance, you probably have
been asked to take a personality test or a "work style" test for a
job. The idea is that if you understand yourcolleagues' "types,"
you'll all getalong better. And somepeople may find the knowl
edgeoftypesuseful. But noticethat this soundslike Fundamen
tal Attribution Error thinking.To develop better relationships,
youdorrt needto knowwhether yourcolleague isaNavigator or
a Pleaser or a Passive-Aggressive Chieftain. You just need to no
ticeandreinforce yourcolleagues positive behaviors—as Suther
land did with her husband-—and trust that your colleague will
do^the same with you.After all, advice aboutaligning styles and
expectations can't be the answer to everything. A trainer in Cali
fornia taughtsixelephants to standin alineandurinate on com
mand, and they hadn't evencompleted aMyers-Briggs.

Reinforcement is the secret to getting past the first step of
your long journey and on to the second, third, and hundredth
steps. And that's a problem, because most ofus are terrible rein-
forcers. We are quicker to grouse than to praise. At work,we love
to bond with our colleagues through communal complaining.
(Sutherland calls this behavior "verbal grooming.") But this is all
wrong: We needto belooking for bright spots—however tiny!—
and rewarding them. If you want your boss or your team to
change, you bettergetalittleless stingywith the mango.

Learning to spot and celebrate approximations requires us to
scan the environment constantly, looking for little rays of sun
shine, and it isn't easy. Our Riders, by nature, focus on the neg
ative. Problems are easy to spot; progress, much harder. But the
progress is precious. Shamudidn'tlearn to jump throughahoop
because her trainer was bitching at her. She learned because she
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had a trainerwho was patientand focused and reinforced every
step of the journey.

Psychologist AlanKazdin prescribes an almost identical setof
techniques for parents. Kazdin urges parents to "catch their chil
dren being good." He said, "If you want your child to do two
hours of homework on her ownevery night, you don'twithhold
praiseand rewards until she does two hours of homeworkwith
out beingasked to." Instead, you set small goals and gradually
build her up. And when a child doesn't get something right,
Kazdin advised: "Ask yourself,'Was there anything about it that's
a componentofwhat I'd likeher to do?' If the answer's yes, and
it almost always is, then jumpon that component: It was great
thatyoudidX."

Kazdin points put that in certain situations, parents do this
kind of reinforcement instinctively—for instance, when a child
first starts trying towalk: "You praised himwildly when hepulled
himself up from a crawling to a standing posture. You heldhis
hands andhelped himto take a few steps, encouraging himbyex
claiming, Look atyou! You re walking! Whata big bay! Hewas not
walking, ofcourse ... but youwere shaping that behavior byre
inforcing the stages on the way to it."

Let's beclear, we're notadvising thatyou treat your colleagues
or fellow citizens like monkeys or children—Roger,you cutback
your eocpenses last month! What a big boy you are! Reinforcement
doesn't have to be condescending, and it doesn't have to come
witha power dynamic. Thinkof theway a friend urges youon
at the gym ("Good work—now do one more rep!"). But rein
forcement does require youto have a clear view of the destination,
and it requires you to be savvy enough to reinforce the bright-
spot behaviors when theyhappen.

The most important lesson wecanlearnfrom Kazdin and the
animal trainers isthis: Change isirt anevent; it's a process. There
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is no moment when a monkey learns to skateboard; there's a
process. There is no moment when achild learns to walk; there's
a process. And there won'tbe a moment when your community
starts to investmorein itsschool system, orstarts recycling more,
or starts to beautify its public spaces; therewill be a process. To
lead a process requires persistence.

A long journey requires lotsof mango.

2.

In the Elephant section, we told the storyofSteven Kelman, the
man who accepted the daunting task of reforming the federal
government's procurement processes. In his book Unleashing
Change, he observed an encouraging dynamic in his change ef
forts: Once the change started, it seemed to feed on itself.

We've seen thissnowballing effect manytimes. The citizens of
Miner County, eager to revitalize their community, began their
efforts by simply digging up tree stumps. Within a few years, they
managed to buildup the taxbase of the entire county. At Rack-
space, thecustomer-service team hadthecall-queuing system un
plugged. Itwas asimple change, but it didn't take long before the
customer-service ethic took root and led the company to a spec

tacular period ofgrowth.
Kelman, the procurement guru, attributed the snowballing

effect to several phenomena. Psychologists call one of them the
mere exposure effect, which means thatthemore you're exposed to
something, the more you like it. For instance, when the Eiffel
Towerwas first erected, Parisians hated it. They thought it wasa
half-finished skeletal blight on their fair city, andtheyresponded
with a frenzy of protest. But as time went by, public opinion
evolved from hatred to acceptance to adoration. The mereexpo
sure principle assures us that a change effort that initially feels
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unwelcome and foreign will gradually be perceived more favor
ablyas people growaccustomed to it.

Also, cognitivedissonance'works in your favor. People don't
liketo act in one wayand think in another. Sooncea small step
has been taken, and people have begun to act in a new way, it
will be increasingly difficult for them to dislike the waytheyre
acting. Similarly, aspeople begin to actdifferendy, they'll start to
think of themselves differendy, and as their identity evolves, it
will reinforce the newway of doing things. (Thinkof Brasilata's
"inventors.")

Kelman points out that these forces aren't contingent on
change efforts being successful in theearly going; these aren't the
reinforcing spoils ofachieving "small wins." Rather, theykickin
automatically as time goes by. So, although inertia may bea for
midable opponent in the early goings of your switch, at some
point inertia will shift from resisting change to supporting it.
Small changes cansnowball to big changes.

3.

These are encouraging realizations: Big changes can start with
verysmall steps. Small changes tend to snowball. But this is not
the same assaying that change iseasy. If it were, wewouldn't see
aroundussomanystruggling alcoholics and troubled marriages
and lagging companies and thwarted social change efforts.
Change isn't always easy and it isnt always hard. In some ways
change is ubiquitous; in others its. unlikely.

We cansay this much with confidence: Whenchange works,
it tends to follow apattern. Thepeople who change have clear di
rection, ample motivation, and a supportive environment. In
other words, when change works, it'sbecause the Rider, the Ele
phant, and the Pathareallaligned in supportof the switch.



256 Keep the Switch Going

Take becoming a parent. If you think the organizational
change you're contemplating is wrenching, forget about it—it
can't hold a candle to the amountof change required by having
kids.Whateveracts ofwillmay be required to execute your new
ideaatwork, no onewillbecalled upon to sendthe controller to
college (orto burp the CFO).

Raising children is an absolutely massive change that works
prettydarn well, andit's no great mysterywhy.For one thing, it's
a clear and vivid destination. We've all been kids, and we've all

seen parents (our own and others) in action. We've received
decades of vicarious training in parenting. So the Rider knows
whatdirection to goandwhatkinds ofbehaviors lead to success.
(Mind you, there's still a lot ofwinging it en route to the desti
nation.)

People have kids because of feelings, not knowledge. A rosy-
eyed couple looks forward to raising a child. They think about
what it'llbe like to have theirownlittlebundleofjoy. So the Ele
phant is excited to begin a long and arduous journey that, in
other circumstances, might induce panic. Furthermore, parent
hood is an identity that appeals—you startmaking your deci
sions based onwhat's good for thekids rather thanonwhat's most
comfortable for you.The identityissopowerful, in faa, that your
Elephant starts embracing short-term sacrifices for the good of
the kids.

Once we become parents, our friends and families findways
to shrink the change, especially in the first few months: Your
mom comes to helpin the first few weeks; your friends bringyou
food; youremployer gives youleave from work; andyourrelatives
keep tabson you.

And think of all the other ways that societyhas shaped the
Path for raising kids: from litde things, like high chairs at Olive
Garden, to big things, like maternity leave and school systems
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and neighborhoods built explicidy to be good places for raising
children.

Maybe this soundslike common sense to you. But ifit'scom
mon sense, then it's common sense that stays confined to the
"parenting area" of our brains. Because if we really did under
stand why anextreme change likehaving kidsworks whileminor
changes routinely fail—if we really did understand that change
rarely happens unless it's motivated by feeling, or that the
environment can act as a powerful brake or accelerant on our
behavior—then, let's face it, the Food Pyramid would not exist,
managers wouldnever kickoff change initiatives with PowerPoint
presentations, and global warming activists would never talk
about thenumber of carbon parts per million in theatmosphere.
If it's common sense, it hasn't quite made the leap to action.

When change happens, it tends to follow apattern. We've got
to stop ignoring that pattern and start embracing it.

4.

When Mike Romano went toVietnam, surrounded bydrugs, he
started doing opium, and when he came home, surrounded by
friends and family, he stopped. When the employees at Rack-
space had a call-queuing system, they didn't answer customers'
calls, andwhen the system was thrown out, they started answer
ing. Change follows a pattern.

When the two of us started jury-rigging our computers to
fight e-mail distractions, wewere fighting the same battle as the
people who purchased aClocky, determined to keep themselves
from oversleeping. Change follows a pattern.

When somehotelmaids were given anidentityof themselves
as serious exercisers, they turned up theiractivity level a notch.
When the "inventors" at Brasilata faced an elearicity shortage,
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they came up with so many energy-saving ideas that the firm
endedup with a surplus. Change follows a pattern.

When Jerry Sternin went to Vietnam, the government gave
him sixmonths to makeadent in malnutrition. He didn't speak
a word ofVietnamese, but he knew how to look for the bright
spots, and soon mothers had learned cooking techniques that
foiled malnutrition. When the conservationists at Rare saw how

St. Lucians hadrallied behindtheirparrot, they realized theyhad
abright spoton their hands, andsince then,they've spread "Pride
campaigns" to over fiftycountries. Change follows a pattern.

What's not part of the pattern is the type of person who's
doing the changing. We mentioned a few CEOsin this book,
but we mentionedvasdymorepeople who hadless impressive ti
desandwho didn't have muchmoneyin theirbudgets: professors
and nurses and middle managers and government bureaucrats
and principals and parents. Their quests ranged from eccentric
to epic. We saw aprofessor who shrank moviegoers' popcorn con
tainers, andtwo people who reined inAttilatheAccountant, and
a woman who reformed child abusers, and a man with a staff of

75 who saved 100,000 lives.

Their situations weredifferent, and the scale oftheir changes
was different, but the pattern was the same. They directed the
Rider, they motivated the Elephant, and they shaped the Path.
And now it'syour pattern.

What will you switch?



HOW TO MAKE A SWITCH

For things to change, somebody somewhere has to start acting

differently. Maybe it's you, maybe it's your team.

Picture that person (or people).

Each has an emotional Elephant side and a rational Rider side.

You've got to reach both. And you've also got to clear the way

for them to succeed. Inshort, you must do three things:

?-->» DIRECT the;Rider . - .. ;_, . .7;.: ; . •'¥ >"'* V

FOLLOW THE BRIGHT SPOTS. Investigate what's workingand clone it. [Jerry

Sternin in Vietnam, solutions-focused therapy]

SCRIPT THE CRITICAL MOVES. Don't think big picture, think in terms of specific

behaviors. [1% milk, four rules at the Brazilian railroad]

POINT TO THE DESTINATION. Change iseasierwhen you know where you're

goingand why it'sworth it. ["You'll be thirdgraderssoon," "No dry holes" at BP]

..;._.._v-.™ • MOTIVATE the Elephant

FIND THE FEELING. Knowing something isn't enough to cause change. Make

people feel something. [Piling gloves on the table,the chemotherapy video game,
Robyn Waters's demos at Target]

SHRINK THE CHANGE. Break down the change until it no longerspooks the Ele

phant. [The 5-Minute Room Rescue, procurement reform]

GROWYOUR PEOPLE. Cultivate a sense of identity and instill the growth mind

set. [Brasilata's "inventors," junior-high math kids' turnaround]

-• SHAPE the Path

TWEAKTHE ENVIRONMENT. When the situation changes, the behavior

changes. Sochangethe situation. [Throwing out the phonesystem at Rackspace,
1-Click ordering, simplifying the online time sheet]

BUILD HABITS. When behavior is habitual, it's "free"—it doesn't tax the Rider.

Look for waysto encouragehabits. [Setting "actiontriggers," eating two bowlsof
soup while dieting, using checklists]

RALLYTHE HERD. Behavior is contagious. Help it spread. ["Fataki" in Tanzania,

"free spaces" in hospitals, seeding the tip jar]



OVERCOMING OBSTACLES

Here we listtwelve common problems that people encounter as theyfightfor

change, along with someadvice about overcoming them. (Note that we're

speaking inshorthand here—this advice won't make sense to anybody who

hasn't read the book.)

Problem: People don't see the need to change.

Advice:1. You are notgoing to overcome thisbytalking to the Rider. Instead,

find the feeling. Can you do a dramatic demonstration like the Glove Shrine,

or like Robyn Waters's demos at Target? 2. Create empathy. Show people the

problems with not changing (think Attila the Accountant). 3. Tweak the envi

ronment so that whether people see the needto change is irrelevant. Remem

ber, Rackspace employees didn't necessarily seethe need to improve customer

service, butafter the call-queuing system disappeared, they hadto pick upthe

phone.

Problem: I'm having the "not invented here" problem: Peo

ple resist my idea because they say "We've never done it

like that before."

Advice: 1. Highlight identity: Is theresome aspect ofyour idea that'sconsistent

with the history ofyour organization? (E.g., WeVe always been the pioneers in

this industry.) Or isyour idea consistent with a professional identity thatpeople

share? 2. Find a bright spot that is invented hereand clone it.
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Problem: We should be doing something, but we're getting

bogged down in analysis.

Advice: 1. Don'toveranalyze and play to the weaknesses ofthe Rider. Instead,

find a feeling that will get the Elephant moving. 2. Create a destination post

card.Thatway, the Rider starts analyzing howtoget there ratherthan whether

anything shouldbedone. 3. Simplify the problem byscripting the critical moves:

What's your equivalent ofthe 1%milk campaign?

Problem: The environment has shifted, and we need to over

come our old patterns of behavior.

Advice: 1. Can you create a newhabit so the Rider doesn'tconstantly haveto

wrestle the Elephant? 2. Setan action trigger. Preload your decision byimagin

ing thetime andplace where you're going to actdifferently. 3. Use Natalie Elder's

strategy of creating a routine forthe morning that eliminates the old, bad be

havior. 4. The oldpattern is powerful, so make sureto script the critical moves,

because ambiguity isthe enemy. ALL railroad came upwith foursimple rules to

work itswayout offinancial distress.

Problem: People simply aren't motivated to change.

Advice: 1. Isan identity conflict standing intheway? Ifso,you'll needto "sell"

the new identity (think Brasilata's inventors). Encourage people to takea small

steptoward the newidentity, as inthe "Drive Safely" study. 2. Create a destina

tionpostcard that makes the change more attractive (like the teacherwhotold

herfirst graders "You'll be third graders bythe endofthe year"). 3. Lower the

barto get people moving, aswith the5-Minute Room Rescue. 4. Use social pres

sureto encourage change (aswhen Gerard Cachon posted the review times for

the operations journal). 5. Can you smooth the Path so much that evenan un

motivated person will slide along? Remember, even jerks inthe dorm donated to

the food drive when given a specific invitation anda map.



Overcoming Obstacles 263

Problem: I'll change tomorrow.

Advice: 1. Shrink the change soyou canstarttoday. 2. Ifyou can't starttoday,

set an action trigger fortomorrow. 3. Make yourself accountable to someone.

Let yourcolleagues or loved onesknow what you're trying to change, so their

peer pressurewill helpyou.

Problem: People keep saying, "It will never work."

Advice: 1. Find a bright spotthat shows it canwork. There's nosituation that's

100percent failure. Like a solutions-focused therapist, look fortheflashes ofsuc

cess. 2. Think of Bill Parcells and the way he prods players forsmall victories in

practice. Can you engineer a success that could change yourteam'sattitude? 3.

Some people probably dothink it will work. Carve out a free spacefor them

where they cancatalyze thechange without facing direct opposition.

Problem: I know what I should be doing, but I'm not

doing it.

Advice: 1. Knowing isn'tenough. You've got an Elephant problem* 2.Think of

the 5-Minute Room Rescue. Starting small canhelp you overcome dread. What

is the mosttrivial thing that you can do—right at this moment—that would

represent a baby steptoward thegoal? 3. Look forPath solutions. How canyou

tweakyour environment sothatyou're "forced" to change? 4. Behavior iscon

tagious. Getsomeone else involved with you so that you can reinforce each

other.

Problem: You don't know my people. They absolutely Kate

change.

Advice: How many ofyour people aremarried orhave a child? Whatever you're

proposing isa less dramatic change. (And, bythe way, reread the section onthe

Fundamental Attribution Error. You're committing it.)
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Problem: People were excited at first, but then we hit some

rough patches and lost momentum.

Advice: 1. Focus onbuilding habits. When you create habits, you getthe newbe

havior "forfree" (think ofthestand-up meetings), andyou're less likely to back

slide. 2. Motivate the Elephant byreminding people how much they've already

accomplished (like putting two stampson their car-wash cards). 3. Teach the

growth mindset. Every success isgoing to involve rough patches. Recall the IDEO

example, which warned people not to panic whenthe goinggot tough.

Problem: It's just too much.

Advice: 1. Shrink the changeuntil it'snottoo much. Don'tgivethe Elephant an

excuse to give up. 2. Startdeveloping the growth mindset. Progress doesn't al

ways come easily—achieving success requires some failures along the way. Don't

beatyourself upwhenthosefailures occur.

Problem: Everyone seems to agree that we need to change,

but nothing's happening.

Advice: 1. Remember, what looks like resistance is often lackof clarity. Miner

County residents really started moving when the high school students scripted the

critical move ofspending 10percent more money inMiner County. 2. Don't forget

the Path. Are thereobstacles to change that you can remove? 3. Can you find a

bright spotthat canserve as a model forthe right behavior? Think ofthe mothers

intheVietnamese village. They always wanted theirkids to bebetternourished, but

theydidn'tchangeuntil twothings happened: (1) They learned exactly whatto do

from the bright-spot moms (e.g., usebrine shrimp andsweet-potato greens); (2)

Seeing thesuccess ofthebright-spot moms made them hopeful andready to move.



Next Steps

If you've finished Switch and are hungry for more, visit the book's

website:

www.switchthebook.com/resources

On the site, you can find resources like these:

• One-page overview. Download and print the one-page overview

(seepage259) andshare itwith your colleagues. [PDF format]

• The Switch podcast series. Listen to a seriesof short,tailored

podcasts, inwhich theauthors offer their thoughts abouthow to

apply the book's concepts to different kinds ofchange.

• Switch for Business

• Switch for Marketers

• Switch for the Social Sector

• Switch for Personal Change

• Switch book club materials. Get access to a Facilitator's Guide

designed to help leadbook-club discussions on Switch. [PDF for

mat]

• Switch Your Organization outline.Use thisoutline to guide

your team'sefforts to change your business or nonprofit. [PDF for

mat]



Recommendations for Additional Reading

We read tonsof books on change while writing Switch. Here are
someofour favorites, in no particular order:

• The Happiness Hypothesis, by Jonathan Haidt [Psychol
ogy, Philosophy, Happiness]. Haidt came upwith the Ele
phant/Rider analogy thatweuse in Switch. If youwantto
be happier andsmarter, you should read his book.

• Mindset, by Carol Dweck [Psychology, Individual
change]. If you found ourdiscussion of the growth mind
set(inChapter 7) interesting, then please goto the source.
Everyone should own this book.

• The Heart of Change, by John Kotter and Dan Cohen
[Business and organizational change]. Our favorite book
of Kotters, this bookwill be useful if you are trying to
change a bigorganization.
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• Mindless Eating, by Brian Wansink [Dieting]. Do you
want to lose a few pounds, or are you just curious about
why everyone else isgetting fatter? This book is filled with
clever research likethe popcorn studywe described in the
first chapter.

• Nudge, by Richard Thaler andCass Sunstein [Decision
makingandpublic policy]. The authors argue that people
canbe "nudged" to makebetterdecisions, and they pro
pose somegreat Path solutions.

• One Small Step Can Change Your Life, by RobertMau-
rer [Individual and organizational change]. If you liked
the chapter on shrinking the change, this is your book.
Maurer shows how small steps can lead to great change.

• Divorce Busting, by Michele Weiner-Davis [Relation
ships]. Anyone in a relationship can benefit from this
book by a practitioner ofsolutions-focused therapy.

• Influencer, by Kerry Patterson et al. [Societal andorga
nizational change]. The authors behind Crucial Conversa
tions wrote this excellent book on behavior change.

'••. Unleashing Change, by Steven Kelman [Government,
Organizational change]. Kelman reviews hisexperience in
leading procurement reform in the federal government. If
yourelooking for achange bookthat's rigorous and full of
data, check out this one.
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Chapter One

1 Popcorn. For dozens of clever studies of eating behavior, see
Brian Wansink (2006), Mindless Eatings NewYork: Bantam Dell.
The popcornstudyison pp. 16-19.

5 Clocky. Sales statisticsjcome from this MIT online magazine:
http://web.mit.edu/invent/iow/nanda.html (accessed June 20,
2009). Mostof thesales came through Nanda's ownwebsite. Ac
cording to the article, Nanda "was somewhat taken by surprise
when the device attracted a greatdeal of attention after its de
scription was posted, along with dozens of other student proj
ects, on theMedia Lab website. Several trend-watching blogs and
websites such asEngadget tooknoteof the Clocky concept and
soonhad introduced thousands ofpotential customers to the de
vice throughphotosand links online." GauriNanda received an
Ig Nobel Prize in Economics in 2005 for "theoretically adding
many more hours to the workday."

7 Jonathan Haidt. See Haidt (2006), The Happiness Hypothesis:
Finding Modern Truth in Ancient Wisdom, New York: Basic
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Books, especially pp. 3-5. Haidt reviews metaphors presented
by Buddha, Plato (including the quotation we include), and
Freud and then presents his own metaphor. We love his Ele
phant/Rider metaphor—particularly the obvious imbalance in
physical power between the two—and were grateful to him for
lettingus useit here. In The Happiness Hypothesis, Haidt focuses
not on change but rather on understanding what we can learn
about beinghappyfrom the intersection of centuries of wisdom
and modern psychology. If youwant to be happier and smarter,
read his book.

10 Self-control is an exhaustible resource. The paperswe cite in
thissection arefrom an exciting area of research, startedin the last
fifteen years. The classic first paper, whichincludes the chocolate-
chip cookie study, is RoyF. Baumeister, EllenBratslavsky, Mark
Muraven, and Dianne M. lice (1998), "Ego Depletion: Is the
Active Selfa Limited Resource?" Journal ofPersonality andSocial
Psychology, 74, 1252-1265. The sad-movie studyispart ofMark
Muraven, Dianne M. Tice, and Roy Baumeister (1998), "Self-
Control as Limited Resource: Regulatory Depletion Patterns,"
JournalofPersonality andSocialPsychology, 74, 774-789. The ex
periments that show the self-control problems inducedby too
manychoices aredescribed in Kathleen D. Vohs, RoyF. Baumeis
ter et al. (2008), "Making Choices Impairs Subsequent Self-
Control: A Limited-Resource Account of Decision Making,
Self-Regulation, andActive Initiative," Journal ofPersonality and
SocialPsychology, 94, 883-898. In thewedding-registry study, ex
perimental participants spent only twelve minutes setting up a
simulated registry, yetthatshortamountof timewas sufficient to
saptheirself-control. Given that real brides spend months choos
ing invitations, place settings, reception venues, and music lists,
it s no wonder that some turn into Bridezillas.

13 424 kinds of gloves. Jon Stegners storyand the quotations are
from John P. Kotter and Dan S. Cohen (2002), The Heart of
Change, Boston: Harvard Business School Press, pp. 29-30.

15 1% milk. For the storyof the development of this campaign,see
Steve Booth-Butterfield and Bill Reger (2004), "The Message
Changes Belief and the Rest IsTheory: The '1% or Less' Milk
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Campaign andReasoned Action," PreventiveMedicine, 39, 581-
588. The actual study is described in Bill, Reger, Margo G.
Wootan, Steven Booth-Butterfield, and Holli Smith (1998), "1%

or Less: A Community-Based Nutrition Campaign," Public
Health Reports, 723,410-419".

19 In 2004, Donald Berwick. Berwick's 100,000lives campaign is
the subjectof a case studyprepared by Chips colleagues at Stan
ford University's Graduate School of Business. SeeHayagreeva
Raoand DavidHoyt (2008), "Institutefor Healthcare Improve
ment:The Campaign to Save 100,000Lives," Stanford Graduate
School of Business Case Study L-13. Foradditional insight into
this case, check out an article by Rao and Robert Sutton (Sep
tember 2008), "The Ergonomics of Innovation," TheMcKinsey
Quarterly, http://www.mckinseyquarterly.com/The_ergonom-
ics_of_innovation__2197 (accessed May17,2009).

Chapter Two

27 In 1990,JerrySternin.TheVietnam storyiscompiled fromvar
ioussources. Anarticle byDavid Dorsey (December 2000),"Pos
itive Deviant," Fast Company, p. 42, first introduced popular
audiences to Jerry and Monique Sternins work on positive de
viance. Other details arefrom Jerry Sternins presentation at the
Boston College Centerfor Corporate Social Responsibility in
April 2008 andfrom interviews ofJerry Sternin byChipHeath
in March andApril 2008 andofMonique Sternin in May 2009.

27 "We were like orphans." Most of the direa quotations in this
sectionare from Dorsey, "Positive Deviant."

28 Brigjht spots.Sternins term forthese outliers ispositive deviants,
which is based on a statistical analogy. Picture a statistical bell
curve on which most people have outcomes around average.
Sternin was looking for people on the positive tail of the bell
curve.

Although the positive deviance methodology pioneered by
Sternin isvery useful, wefound that the "deviance,, terminology
tends to be confusing or off-putting to people whoaren't famil
iarwithstatistics, sowe use the"bright-spots" terminology. Later



272 Notes

in thischapter, wecarry the term bright spots over to othersitua
tions that involve exceptional positive performance.

Jerry Sternin died in November 2008. His work lives on
throughtheworkofMonique Sternin and the Positive Deviance
Initiative at Tufts University. Foran overview of the large num
ber of domains in which positive deviance methods have pro
duced substantial change, see the bibliography of work at
http://www.positivedeviance.org/materials/bib_subj.html. Posi
tive deviance was one of the "Ideas of the Year" highlighted by
New York Times Magazine in 2008.

32 Emory University's School of Public Health. See U. Agnes
Trinh Mackintosh, David R. Marsh, and Dirk G. Schroeder

(2002), "Sustained Positive Deviant Child Care Practices and

Their Effects on Child Growth in Viet Nam," FoodandNutrition

Bulletin, 23, 16-25.

33 "School stinks," saidBobby. Bobbysstoryis fromJohn J. Mur
phy (1994), "Working with What Works: A Solution-Focused
Approach to School Behavior Problems," School Counselor, 42>
59-66.

34 Solutions-focused brief therapy. A relatively new therapeutic
approach, solutions-focused brieftherapy (SFBT) waspioneered
by therapists at the Palo AltoMental Research Institute, where
Steve deShazer andInsoo KimBerg did theirtraining. De Shazer
and Berg areknown for theiremphasis on solutions and on the
Miracle Question, which we considerlater. SFBT has been ap
plied in manydifferent arenas. WallaceJ. Gingerich ofCase West
ern Reserve keeps a list of SFBT studies on his website:
http://www.gingerich.net/SFBT/2007_review.htm. Forhis2007
review oftheliterature, Gingerich accumulated a listof 150stud
ies, most conductedsince 1997, that investigated the effect of
SFBT on behavior. SFBThas been applied to day-to-daysitua
tions such as couples therapy, bullying at school, and how kids
perform in math. It also has beenusedwith even more serious
problems: domestic violence offenders, prisoners, substance
abusers, individuals foundguiltyof DUI, andsuicide prevention
programs. See Steve de Shazer, Yvonne Dolan, Harry Korman,
TerryTrepper, EricMcCollum, and InsooKimBerg (2007),More
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than Miracles: The State oftheArt ofSolution-Focused BriefTher
apy, NewYork: HaworthPress, p. 157.

35 Marriage therapist MicheleWeiner-Davis. The quotations in
this sectionand the golfexample arefromWeiner-Davis, Divorce
BustingXI992), NewYork: Simon& Schuster, pp. 15-18. This is
one of the most insightful and practical books on change we
found in any domain. Even if your relationship is goingwell,
you11 benefit from reading this book.

36 Miracle Question.Thisversion of thequestion isfromdeShazer
et al.,More than Miracles, the bookthat broughtde Shazer and
Berg, the founders ofSFBT, together withfourotherexperienced
solutions-focused therapists to talkaboutcurrent practice. SFBT
therapists typically record their counseling sessions, with their
clients' permission, for use in training new therapists and refin
ingtheir own technique, and these authors spent time reviewing
videotapes oftherapy sessions andasking one another, "Why did
you ask that there?" Reading More than Miracles is the therapy
equivalent of sitting around reviewing game tapes with Super
Bowl-winning football coaches. Its agreat experience fora ther
apist or counselor.

36 BrianCade. The two counseling sessions byBrian Cadearede
scribed inKathryn Shine (March 24,2002), "Cmon, get happy,"
Sun Herald, p. 38. Also see Cade and William Hudson, A Brief
Guide to BriefTherapy (1993), New York: Norton.

37 Manwith a drinkingproblem. The example is from the Har
vardMentalHealth Letter (September 1,2006), "Solution-focused
therapy (methods ofpsychotherapy)."

41 Xolair. The Xolair example is described in Richard Pascale and
Jerry Sternin (May 2005), "Your Company's Secret Change
Agents," Harvard Business Reviews, pp. 73-81.

45 Learn English at home. Go to http://www.english-at-
home.com/vocabulary/english-word-for-emotions/ (accessed
May 17, 2009).

AG Bad is stronger than good. This review paper is unusually
long, thorough (233 references!), and depressing. See Roy F.
Baumeister, Ellen Bratslavsky, Catrin Finkenauer, and Kathleen
D.Vohs (2001), "Bad IsStronger than Good," Review ofGeneral
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Psychology, 5, 323-370. The final summary quotation is on
p. 355.

47 Marcus Buckingham. Interested readers could start with this
book: Buckingham (2007), Go PutYour Strengths to Work: 6Pow
erful Steps to Achieve Outstanding Performance, NewYork: Free
Press.

48 A husband forgot his wife's birthday. For an even freakier
world, imagine that the husband had forgotten allbut one of his
wife's last fourteen birthdays, yet she, being a bright-spot afi
cionado, wasenergizedbecause sheknewsuccess was possible.

48 Solving problemsversusscalingsuccesses. Anotherdomainin
whichpeople have madeprogress following bright spots is the
field calledAppreciative Inquiry(AI), which focuses on analyzing
successes ratherthanfailures. Forinstance, anAI practitioner who
is investigating customer-service problems wouldn't ask, "What
can we do to minimize client anger and complaints?" Instead,
shed ask, "When have customers been most pleased with their

,service, andwhatcanweapply from those moments ofsuccess?"
Tom Krattenmaker, a practitioner of AI, says, "Positive stories,
unlike data or lists, stir imaginations and generate excitement
about the company andwhat it is capable of accomplishing in
the future." See Tom Krattenmaker (2005), "ChangeThrough
Appreciative Inquiry," inManaging Change to Reduce Resistance,
Boston: HarvardBusiness School Press, pp. 49-58; the quota
tion is on p. 55.

Chapter Three

49 Chronichip pain.Thestudythat showed physicians were more
likely to refer a patient to surgery when confronted with two
medication options is Donald A. Redelmeier and Eldar Shafir
(1995), "Medical Decision Making in SituationsThat Offer Mul
tiple Alternatives," Journal ofthe American Medical Association,
273,302-305.

50 Decision paralysis. Some of the language in our discussion of
decision paralysis first appeared in a column wewrotefor Fast
Company (November 2007), "Analysis of Paralysis," http://www
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.fastcompany.com/magazine/120/analysis-of-paralysis.html (ac
cessed May 17, 2009).

50 Shoppingis alot moretiring. Researchers have shown that the
focused decisions youhave to make while you're shoppingactu
ally deplete yourself-control. Whatsaps yourcontrol is not the
timeyouspend shopping; its thenumber ofchoices youhave to
make. That mustbewhyDecembers aresobadforoverindulging
in foodand drink.See Kathleen D. Vohs, RoyF. Baumeister et al.
(2008), "Making Choices Impairs Subsequent Self-Control: A
Limited-Resource Account of Decision Making, Self-Regulation,
andActive Initiative,"Journal ofPersonality andSocialPsychology,
94, 883-898.

50 Scene 1,2,3. See Sheena S. Iyengar andMarkR. Lepper (2000),
"When Choice Is Demotivating: Can One Desire TooMuch of
a GoodThing?" Journal ofPersonality andSocial Psychology, 79,
995-1006. See Sheena Sethi-Iyengar, G. Huberman, and W.
Jiang (2004), "How Much ChoiceIsToo Much? Contributions
to 401(k) Retirement Plans," in O. S. Mitchell and S. Utkus

(eds.), Pension Design andStructure: New Lessonsfrom Behavioral
Finance (pp. 83-97), Oxford: OxfordUniversity Press. The dat
ing study is Ray Fisman, Sheena S. Iyengar, E. Kamenica, and
Itamar Simonson (2006), "Gender Differences in Mate Selection:

Evidence from a Speed DatingExperiment," QuarterlyJournalof
Economics, 121(2), 673-697. Sheena S. Iyengars book How We
Choose: The Subtext ofLife (New York: Twelve Publishers) iscom
ing out around May2010, and you should look for it.

52 Barry Schwartz. SeeSchwartz (2003), The Paradox ofChoice:
Why More IsLess, NewYork: Ecco, p. 2.

54 America Latina Logistica(ALL).The case of the Brazilian rail
road is described in Donald N. Sull, Andre Delben Silva, and Fer

nando Martins (January 14, 2004), America Latina Logistica,
Harvard Business School Case 9-804-139, Boston: Harvard Busi

ness School Press.

60 Food Pyramid. The Food Pyramid graphic and data are from
the site http://mypyramid.gov/pyramid/index.html.

62 The Critical Path, See Michael Beer, Russell A. Eisenstat, and

Bert Spector (1990), The Critical Path to Corporate Renewal.
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Boston: Harvard Business School Press. The contrast between

outcome goals andbehavioral goals ison p. 244.
63 110 parents who had abused their children. The results of the

studyare described in MarkChaffin, Jane F. Silovsky, Beverly
Funderburk et al. (2004), "Parent-Child Interaction Therapy
with Physically Abusive Parents: Efficacy for Reducing Future
Abuse Reports,"Journalof^Consultingand'ClinicalPsychology, 72,
500-510. Most of the quotations arefrom an interview between
Chip Heath and Beverly Funderburkin October 2008.

67 MinerCounty.Thestory oftherevitalization ofMinerCountyis
based on twosources: (1) interviews between ChipHeath, Randy
Parry, and Kathy Callies in May2008and May2009 and (2)an
article byJonathan Eig(March 27,2005), "As Farmers Dwindle,
Towns Make Best ofWhat's Left," WallStreetJournal Eig's article
is especially interesting because his editors originally sent him to
write a "turn out the lights" storyabout the lastyears of Miner
County. Butthecommunity didn'tknowthat,and residents shared
withhimtheremarkable changes oftheprevious few years. Eigwas
impressed, and the storyhe wrote was guardedly optimistic, not
thebleak talehe'doriginally envisioned. Hiseditors were soshocked
byhisoptimistic tonethat theyrejected hisfirst few drafts because
hisstory was sofarfrom whatthey hadbeen expecting.

Chapter Four

73 CrystalJones.Jones's storyis froma trainingmanualfor young
teachers who aregoing to teach in some of the toughest school
districts in the country. Jones's storyisdescribed on pp. 26, 50-
51, and the other goal isquotedon p. 37 of Teaching asLeader
ship (2008),Washington, DC: Teach ForAmerica.

75 BHAG. SeeJamesC. Collinsand JerryI. Porras (1994), Builtto
Last: SuccessfulHabits ofYisionary Companies, NewYork: Harper
Business. The examples ofBHAGs arefromJames C. Collins and
JerryI. Porras (September-October 1996),"BuildingYour Com
panysVision," HarvardBusiness Review, pp. 65-77.

76 Laura Esserman. For Esserman's story, seeVictoriaChang and
Jeffrey PfefTer (2003), "LauraEsserman (A)," StanfordGraduate
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School of Business Case Study OB-42A. Quotations not in the
case studyare from interviews that Chip Heath conductedwith
LauraEsserman and MereditheMendelsohnin May 2009.

82 "15% return on equity." See Michael Beer, Russell A. Eisenstat,
and BertSpector (1990), The CriticalPath toOrganizationalRe
newal Boston: HarvardBusiness School Press, p. 85.

83 Judy Samuelson. This Clinic is from an interviewbetweenDan
HeathandJudySamuelson in May2009.

87 BP's"No dry holes." Industry history, quotations, and the de
scription ofBPs "Nodryholes" goal arefrom interviews byChip
HeathwithPete Callagher, JimFarnsworth, andIanVann in 2005.

94 Jack Rivkin. The turnaround of the Shearson Lehman research
department isdescribed inAshish Nanda, Boris Groysberg, and
Lauren Prusiner (January 23,2006),Lehman Brothers (A): Rise of
the Equity Research Department, Harvard Business School Case
Study 9-906-034, Boston: HarvardBusiness SchoolPress.

Chapter Five

102 Robyn Waters, Target. Waterss storyis from an interview by
Chip Heath with Robyn Waters in November 2008.

105 In The HeartofChange. See John P. Kotter and Dan S. Cohen
(2002), The Heart of Change, Boston: Harvard Business School
Press, p. x.The quoteaboutthe advantages of analytical tools is
on p. 12.

108 HopeLab Re-Mission. The backstory of the Re-Mission game
is from an interview byChip Heathwith HopeLab research di
rector Steve Colein November 2008. The HopeLab clinical test
of the Re-Mission game is described in Pamela M. Kato, Steve
W. Cole, Andrew S. Bradlyn, and BradH. Pollock (2008), "A
VideoGame Improves Behavioral Outcomesin Adolescents and
Young Adultswith Cancer: A Randomized Trial," Pediatrics, 122,
e305-e317. The doubling of odds for a 20 percent increase in
compliance is indicated byJeanL. Richardson et al. (1990), "The
Effect ofCompliance with Treatment onSurvival Among Patients
with Hematologic Malignancies," Journal of Clinical Oncology,
8(2), 356-364.
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110 "Wherett you find six dumb people?" See M. A. Cusumano
and R W. Selby (1995), Microsoft Secrets, NewYork: Free Press.
The Microsoft usability testlabisdescribed on p. 379.The prob
lemof programmers having moreadvanced machines than their
customers is discussed on p. 347.

113 Fake Weatherman. See Peter Borkenau and Anette Liebler

(1993),"Convergence of Stranger Ratings of Personality and In
telligence with Self-Ratings, Partner Ratings, and Measured In
telligence," Journal of Personality and Social Psychology, 65,
546-553. The correlation between self-ratings and measured IQ
was .29, accounting for 8 percent of the variance. The correla
tion between stranger ratings andIQwas .38,accounting for 14
percent of the variance. Strangers thusdid about66 percentbet
ter than people themselves.

114 We're all lousy self-evaluators. The research studies on self-
evaluation and the examples ofpositive illusions aresummarized
in DavidDunning,ChipHeath, andJerrySuls (2004), "Flawed
Self-Assessment: Implications for Health, Education, and the
Workplace," Psychological Science in the Public Interest, 5, 69-
106.DavidDunningalso hassomeinteresting research on what
he calls the "unskilled and unaware' phenomenon.The worst
self-evaluators are people who lackskill. For instance, people
who don't have a senseof humor are most likelyto think their
bad jokes are funny, and people wholackskill in grammar are
most likely to confidently ignore a useful correction. When the
research cameout, dozens of newspaper articles appeared illus
tratingthe "unskilled and unaware" phenomenon witha discus
sion of workplace bosses, a topic not covered in the original
research article.

115 Attila the Accountant. Sim Sitkin, who is now a professor of
management atDuke UniversitysFuqua School ofBusiness, told
this story to Chip Heath in May2009.

119 "In the absence of a dire threat." See David A. Garvin and

MichaelA. Roberto (February 2005), "ChangeThrough Persua
sion," Harvard Business Review, pp. 1-8, reprinted in Harvard
Business School Press (2006), HarvardBusiness Review onLeading
Through Change (pp. 85-104),Boston: Harvard Business School
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Press. The "dire threat" quote ison p. 86; the "deathbed" quote
is on p. 87.

119 Rock bottom. See Ruth Maxwell (1.986), Breakthrough: What to
Do When Alcoholism orChemicalDependency HitsClose toHome,
New York: Ballantine Books; the conference incident is on pp.

4-5.

119 The burning platform.See William E. Smithand HelenGibson
(July 18, 1988), "Disaster 'Screaming like a Banshee,' " Time,
http://www.time.com/time/magazine/article/0,9171,967917,00.
html (accessed May28, 2009).

120 Glengarry GlenRoss. See DavidMamet(1984), Glengarry Glen
Ross: A Play, NewYork: Grove Press.

121 What Good Are Positive Emotions? See Barbara L. Fredrickson

(1998), "What GoodArePositive Emotions?" Review ofGeneral
Psychology, 2, 300-319. Among the studies Frederickson cites:
Doctors experiencing positive emotions solve a tricky medical
dilemmamore flexibly and quickly. Studentsin a positive mood
devise more innovative solutions to a technical challenge. Nego
tiatorsin a positive stateof mind aremoresuccessful and creative
negotiators; they find "win-win" solutions more often. Positive
emotion also makes it easier for people to make connections
amongdissimilar ideas, and it makes them less likely to slipinto
an "us versus them" mentality. All of these tendencies—flexible
problemsolving, innovative solutions, less political infighting—
wouldbeveryuseful in a change situation.

Chapter Six

124 A study of hotel maids. See AliaJ. Crum and EllenJ. Langer
(2007),"Mind-SetMatters: Exercise and the Placebo Effect," Psy
chological Science, 18, 165-171.

126 Car-washloyalty cards. See J. C. Nunes and X. Dreze (2006),
"The EndowedProgress Effect: HowArtificial Advancement In
creases Effort,"Journal ofConsumer Research, 32, 504—512.

127 50 percent ofthe money in the bag.This practice wasdiscussed
in an interview between Chip Heath and Jan Alfieri, of the
Association of Fundraising Professionals, in February 2009.
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Alfieri says that thismoney isusually raised in whatfund-raising
professionals call the "quiet period" before the campaign is an
nouncedpublicly. Historically the amount was 50 percent, but
somerecentcampaigns raised asmuchas70 percent.Alfieri says,
"All this is calculated to give donors the assurance the campaign
will succeed."

129 Shrink the change. Thousands ofstudies in psychology indicate
that people do better when they have high situational self-
confidence, or self-efficacy. People withhighself-efficacy perform
betteron sports, academic, andworktasks; theypersevere longer;
and they rebound better when they encounter a setback.

How do you build this kind of self-efficacy? Most research
on self-efficacy is correlational so it can't distinguish (a) self-
confidence asa mindset thatcanbegrown from (b) self-confidence
that arises forother reasons. Michael Jordanmayreporthighself-
efficacy in tryinga newsport,but that self-efficacy maybedue to
his physical abilities, not to his mindset. The literature on self-
efficacy suggests a couple of ways to build self-efficacy as a
mindset—for example, byexperiencing personal success in a dif
ficult situation or byseeing a role model experience success. Those
solutions, however, maybeless available in a timeofchange when
personal success and rolemodels are in short supply.

Some research suggests thatshrinking thechange mayprovide
a goodgame planforbuilding self-efficacy. AI Bandura and Dale
Schunktried to teachsubtractionskills to elementary schoolkids
who had been identified as having"gross deficits in arithmetic."
On an initial25-question subtraction test,two-thirds of theirkids
got less than one problem correct. The researchers developed
seven modules to teachkeysubtraction skills (such ashowto bor
row from the next column). Each module outlined a principle,
gave two examples, and provided six pages of problems to be
worked by the students.All kidswere brought in for seven 30-
minute,self-paced sessions with no coaching froma teacher. One
groupwasgiven a big,distantgoal ofcompleting the seven mod
ulesby the end of the seventh session. Another group wasgiven
a close-by, shrink-the-change goal of completing one module
during eachsession. On the final test, the proximal-goals group
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solved 81 percent of the problems, and the distal-goals groups
solved only45 percent. Later, afterthe studysessions wereover,
kidsweregiven a free playperiodand twosetsof exercises to en
tertain themselves—some subtractionproblems and some "solve
the code" puzzles. The kidswith distantgoals did onlyone sub
traction problem on average. But the kidswho built self-efficacy
through proximal goals—even though theyinitially hated math
just as much—solved fourteen subtraction problems on average
during the free play period. Stretch goals (or BHAGs) may be
finewhenyoualready have strongself-efficacy. But Banduraand
Shunk's studysuggests thatwhen you're building self-efficacy, you
mightwant to shrinkthe change. See Albert Bandura and Dale
H. Schunk(1981), "Cultivating Competence, Self-Efficacy, and
IntrinsicInterest ThroughProximal Self-Motivation,"Journal of
Personality andSocial Psychology ^7/58.6-598.

130 5-Minute Room Rescue. Check out http://www.flylady.net/
pages/FLYFaq.asp (accessed December17, 2008).

131 Personal finance guru Dave Ramsey. Dave Ramsey describes
the Farrars' situation andhisdebt-fighting techniques in Ramsey
(2007), The TotalMoney Makeover, Nashville, Thomas Nelson.
The Farrars' storyison pp. 116-117. We've lookedat a lot of fi
nancial plans by various gurus, and Ramsey's strikes us as the
most consistent with the psychological principles of change we
review in Switch. Ramsey's ownexperience ison page 3, and the
"motivation is moreimportantthan math'' quote ison p. 114.

137 Steve Kelman ... procurement reform. See Steve Kelman
(2005), Unleashing Change: AStudy ofOrganizationalRenewal in
Government, Washington, DC: Brookings Institution Press. Kel
mandisputes theclassic assumption in theorganizational change
literature that people resist change. He argues that in manysitu
ations thereisa pent-updemandforchange that merely needs to
be "unleashed" by top leaders; he makes a compelling—and in
spiring—argument that this is the case. The chocolate-chip
cookie milspecs is on p. 4. The "setother changes in motion"
quote is on p. 83. The storyof the creditcard and past perfor
mance pledges ison pp.82-88.TheAgrade from the Brookings
Institution is on p. 4.
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138 $320 billion in discetionary purchases. The dollar amount is
fromKelman, Unleashing Change, p. 3. The comparison is from
the StatisticalAbstract ofthe UnitedStates, 2004-2005,Washing
ton, DC; U.S. Census Bureau. Table 642 reports the 2002 out
put of "computer and electronic products" as$139.9 billionand
the output of "motorvehicles, trailers, & parts" as $119.3 bil
lion. So there's actually room left over.

141 A miraclescaleranging from 0 to 10. See also the discussion of
the miracle scale in Steve de Shazer, Yvonne Dolan, Harry Kor-
man,TerryTrepper, EricMcCollum, andInsoo KimBerg (2007),
More than Miracles: The State ofthe ArtofSolution-Focused Brief
Therapy, NewYork: Haworth Press, pp. 61-72. There's a great
example of thescaling question in practice in the case studyofLee
the dockmanager in ScottD. Millerand InsooKimBerg(1995),
The MiracleMethod:ARadically NewApproach to Problem Drink
ing NewYork: Norton, pp. 39-59.

142 Track patients' self-reported progress. Oncethe 0 to 10scale is
set up, it becomes easier for clients to notice and start talking
about even small improvements toward their goal. When a ther
apistidentifies a substantial change on thescale—say, a half-point
improvement toward the goal—the therapist will ask, "How
did you do it?" Therapists are trained to be persistent in asking
the how question several times: "It's important to be persistent
even if,andoftentimes particularly if,theclient seems to bestrug
glinga bit at first to formulate an answer. The question implies
the clientdid something that washelpful; thingsdidn't get bet
ter without a reason." Some therapists call this process positive
blaming Try it with your kids when they make an improve
ment. See discussion aroundp. 63 of de Shazer et al.,More than
Miracles.

143 NFL coach Bill Parcells. SeeBillParcells (2001), "The Tough
WorkofTurningAroundaTeam," reprinted in HarvardBusiness
Review on Turnarounds (pp. 105-114),Boston: Harvard Business
SchoolPress; the quotation is on pp. 111—112.

144 UCLA coach JohnWooden. Quoted in Robert Maurer (2004),
OneSmallStep Can Change YourLife: TheKaizen Way, NewYork:
Workman, p. 11.
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144 Smallwins. See Weick (1984), "Small Wins: Redefining the Scale
of Social Problems," American Psychologist, 39(1), p. 46.

145 David Allen. SeeAllen (2001), Getting ThingDone, NewYork:
VikingPenguin, p. 239.

146 Al-Anon. See Al-Anon Family Groups (1995), HowAl-Anon
WorksforFamilies andFriends ofAlcoholics, Virginia Beach, VA:
Al-AnonFamily Groups; the quotation is on p. 73.

147 Georgekissed Paula. See Michele Weiner-Davis (1992), Divorce
Busting, NewYork: Simon& Schuster, p. 92.

Chapter Seven

149 College student Paul Butler. The facts of the Buder story are
from an interview Dan Heath conducted with Buder in October

2008. Fora shortversion of the storyand a photo of Buder, go
to http://rareconservation.org/about/page.phpPsubsectionsHis
tory (accessed May 28, 2009).

152 Pride campaigns. Information about Rares Pride campaigns is
available on Rares website: http://www.rareconservation.org. Rare
nowfocuses moreon protecting precious areas, suchas reefs and
forests, than on preserving particular species. ButRare conserva
tionists continue to workon precious areas by rallying the public
aroundwhattheycall a "charismatic species'* that symbolizes spe
cific areas thatneed protection. Forinstance, theNapoleon wrasse
fish was thecharismatic species in thewaters surrounding theTo-
gian Islands ofIndonesia, which contain 262species of coral and
coundess other species that dependon the coral.

153 James March ... identity model. SeeMarch (1994), A Primer
on Decision Making: How Decisions Happen, NewYork: Free Press,
especially ch. 2, where March provides a beautiful contrast of
consequence-based decision making and decision making
through identity. Fora longer treatment of this topic, see Chip
Heath and Dan Heath, Made toStick: Why Some Ideas Survive
andOthers Die, NewYork: Random House, 2007,pp. 182-199,
including the story of the hugely successful "Don't Mess with
Texas" antilittering campaign, whichwas a textbookapplication
of identity.
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154 Concerned about the rapid turnover among its nurses. For
more on this storyand on Appreciative Inquiry, seeTom Krat
tenmaker (2005), "ChangeThrough Appreciative faquiry," in
Managing Change toReduce Resistance (pp.49—58), Boston: Har
vardBusiness School Press. TheWoodquotationison p. 57.The
improvement statistics are from Diana Whitney, Amanda
Trosten-Bloom, andDavid Cooperrider (2003), The Power ofAp
preciative Inquiry:APractical Guide to Positive Change, NewYork:
Berrett-Koehler, pp. 94-95.

156 Brasilata. Background information comes from the Brasi-
lata website (accessed February 13, 2009). Revenue in 2007
was 384,102,000 Brazilian reals, per this page: http://www
.brasilata.com.br/en/financas_resultados.php. The number of
ideas per inventor is from http://www.brasilata.com.br/en/
projeto_historico.php. For the car-bumper inspiredcan, go to
http://www.brasilata.com.br/en/prod__18un_b-php. For the
energy-saving ideastories, goto http://www.brasilata.com.br/en/
projeao__fatos_relevantes.php. All conversions between U.S.dol
lars and Brazilian reals werecalculated on February 13, 2009.

158 Citizens for Safe Driving. SeeJonathan L. Freedman and Scott
C. Fraser (1966), "Compliance Without Pressure: The Foot-in-
the-DoorTechnique," Journal ofPersonality andSocial Psychol
ogy, 4, 195-203.Thisstudy started awhole field that investigates
"foot-in-the-door" techniques. Mostof these techniques seem to
work because theyform (or re-form) peoples identity. For an in
sightful analysis of thesetechniques, under the label "commit
ment and consistency," see Robert Cialdini (2000), Influence:
Science andPractice, 4th ed., NewYork: Allyn & Bacon, ch. 3.
For the "Once [the home owner] has agreed..." quote, see
Freedman and Fraser, "Compliance Without Pressure," p. 201.

163 "Fixed mindset" ... "growth mindset." This quiz and all the
fixed/growth-mindset material come from Carol S. Dweck
(2006),Mindset: The NewPsychology ofSuccess, New York: Ran
dom House.The quizison p. 13.Every teacher, coach,manager,
and parent should read Dwecksbook.

166 The brain is like a muscle. See Lisa S. Blackwell, Kali

H. Trzesniewski, and CarolS. Dweck(2007), "ImplicitTheories
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of Intelligence Predict Achievement Across an Adolescent Tran
sition: A Longitudinal Study and an Intervention," ChildDevel
opment, 78, 246-263.

167 Dramatic transformations. The quotation is from Dweck,
Mindsets, p. 59.

168 "Failure in the middle." See Rosabeth Moss Kanter (November

23,2003), LeadershipforChange: EnduringSkillsforChangeMas
ters, Harvard Business School Note 9-304-06, Boston: Harvard

Business School Press, p. 11,based oh her 2001 bookEvolve!Suc
ceeding in the Digital Culture ofTomorrow, Boston: Harvard Busi
ness School Press.

168 "Three steps forward and two steps back." See Michele
Weiner-Davis (1992), Divorce Busting, New York: Simon &
Schuster, p. 212.

170 Amy Edmondson. See Edmondson (2003), "FramingforLearn
ing:Lessons in Successful Technology Implementation,,, Califor
nia Management Review, 45, 34-54. To protect her research
participants, Edmondson usedpseudonyms for the hospitals and
the medical personnel.

171 Recover fully in three weeks instead of two months. The
MICS recovery statistics are from Barbara Kuhn Timby
and Nancy E. Smith (2006), Introductory Medical-Surgical
Nursing, 9th ed., New York: Lippincot* Williams & Wilkins,
p. 532.

173 A famous story about IBM. See Paul B. Carroll (1993), Big
Blues, NewYork: Crown; the quotationison p. 51.

173 Molly Howard. Dan Heath interviewed Molly Howard in Au
gust 2008. The Principal of the Year award is described in Del
Jones (March 16, 2008), "USA's Top Principal Could Teach
CEOs a Thing or Two," USA Today, http://www.usatoday.com/
money/companies/management/2008-03-l6-principal-
advice_N.htm (accessed February6,2009). Howard told Heath,
"Companiescan pick and choose the raw materials. Public edu
cationaccepts all. Wearea zero-reject business. That's a big, big
difference."
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Chapter Eight

180 W. Edwards Deming. See Deming (1982), Out of the Crisis.
Boston: Massachusetts Institute ofTechnology Center for Ad
vanced Engineering Study. The fires storyison p. 325.

180 Fundamental Attribution Error. See Lee Ross (1977), "The
IntuitivePsychologist and HisShortcomings: Distortionsin the
AttributionProcess," in L. Berkowitz (ed.), Advances in Exper
imental Social Psychology (vol. 10),NewYork: Academic Press.
Echoes of the Fundamental Attribution Error are found in the

conventionalwisdomof manyfields. Marketers talk about find
ing the right psychographic for a consumergood. Health psy
chologists talk about the importanceof targeting people who
are"ready" to stopsmoking. Humanresources people talkabout
getting the right peopleon the bus. Changeexperts talk about
classifying the three types of people in any change effort: Be
lievers, Fence Sitters, and Resisters. But social psychology is
filled with examples that show situations trump personal at
tributes. For example, the food-drive study discussed in section
2 of this chapter says that you're three times better-off with a
food-drive Resister with a map than with a true Believer with
out one.

180 Marriage therapist MicheleWeiner-Davis. SeeWeiner-Davis
(1992), Divorce Busting, New York: Simon & Schuster, p. 42.
The kind of thinkingfostered by the Fundamental Attribution
Errorhasbeenshownto hurt marriages. Research hasshownthat
couples experience more distress when they insiston attributing '
theirrelationship problems to traitlike characteristics of theirpart
ner that are global and stable. These attributions lead to more
negative conversations and serious fights when couples try to
work through their problems. See Norman Epstein, Donald H.
Baucom, and Lynn A. Rankin (1993), "Treatment of Marital
Conflict: A Cognitive-Behavioral Approach," ClinicalPsychology
Review, 23,45-57.

182 Distinguish "saints" from "jerks." The food-drive study is de
scribed in L. Ross and R. E. Nisbett (1991), ThePerson and the
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Situation: Perspectives ofSocial Psychology, NewYork: McGraw-
Hill, pp. 132-133.

184 Peter Bregman. The sourceof this account is Bregmans blog,
"The Easiest Way to Change Peoples Behavior" (March 11,
2009), http://blogs.harvardbusiness.org/bregman/2009/03/the-
easiest-way-to.html, and an interview between Chip Heath and
Bregmanin May 2009.

187 Becky Richards... "medication vests."Thisstoryis based on
an interview between Chip Heath and Becky Richards in June
2008and a conference presentation byRichards at the BEACON
collaborative in SanFrancisco in April 2008.

191 "Sterile cockpit" rule. See http://en.wikipedia.org/wiki/Sterile_
Cockpit_Rule (accessedJuly 23,2009). Therule was developed by
the FAA in 1981 after investigations showed that some aircraft
crashes during the 1970s were caused when flight crews were dis
tracted from their instruments byidle chatter in thecockpit.

191 The IT group... "sterile cockpit."See Leslie A.Perlow (1997),
Finding Time: How Corporations, Individuals, andFamilies Can
Benefitfrom New Work Practices, Ithaca, NY: Cornell University
Press. The quotations aboutthe results of the "quiet hours" ex
periment areon p. 126. Perlow conducted thisstudyforhergrad
uateschool dissertation. As anoutsider to thecompany, andonly
a studentat the time (she's nowa senior professor at Harvard),
Perlow was responsible fora simple intervention that thedivision
vicepresidentdeclared "anewbenchmark"!

193 Amanda Tucker. This storyis based on an example Tucker re
counted in May 2009 in a StanfordGraduateSchoolof Business
class on "Howto Change Things WhenChange Is Hard." Used
with her permission.

197 Haddon Matrix. For an overview of the Haddon Matrix, see a

presentation online produced bytheSanFrancisco Department of
Health (which in turn draws onwork byCarolyn Fowler atJohns
Hopkins University's Bloomberg School of Public Health):
http://www.ccsf.edu/Resources/Facdty/jesldnne/documents/HAD
2Complete.pdf (accessed June 14,2009). Our thanks to Carolyn
Fowler and EricTash for theirinsights on the HaddonMatrix.
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199 Rackspace. The Rackspace storyand quotations are from two
interviews between Dan Heath and Graham Weston, conducted

October2007andFebruary 2009.Revenue growth datafromin
ternal companydataweresupplied to the authors.

Chapter Nine

203 Mike Romano. Mike's name and a few irrelevant details were al

teredto protecthis identity. The information comes from an in
terview between the soldier and research assistant Elaine Bardett

in January 2009.
204 The White House was so troubled. The case study of drug use

bysoldiers before and aftertheVietnamWaris in LeeN. Robins,
John E. Helzer,and Darlene H. Davis (1975), "Narcotic Use in
Southeast Asia andAfterward," Archives ofGeneralPsychiatry, 32,
955-961.

208 36 percent of the successful changes. See Todd F. Heatherton
and Patricia A. Nichols (1994), "Personal Accounts ofSuccessful

Versus Failed attempts at Life Change," Personality andSocialPsy
chology Bulletin, 20, 664r-675.

209 PeterGoUwitzer. Gollwitzer's summary ofhisworkon triggers—
Gollwitzer calls them "implementation intentions"—can be
foundin Gollwitzer (1999), "Implementation Intentions: Strong
Effects of Simple Plans," American Psychologist, 54, 493-503.
Most ofthe studies described in this section are referenced in that

article. The quotationabout"passing controlto the environment"
is on p. 495.

211 Recovering from hip- orknee-replacement surgery. See Sheina
Orbell and Paschal Sheeran (2000), "Motivational and Volitional

Processes in Action Initiation:A FieldStudy of the Role of Im
plementation Intentions,"JournalofAppliedSocialPsychology 30,
780-797.

212 Recent meta-study. PeterM. Gollwitzer, Paschal Sheeran, and
Thomas L. Webb (2005), "Implementation Intentions and
Health Behaviors," in M. Conner and P.Norman (eds.), Predict
ingHealth Behavior: Research andPractice with Social Cognition
Models (2nd edition). Buckingham, UK: Open University Press.
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215 Stand-up meeting. See William G. Pagonis withJeffrey L.Cruik-
shank (1992), Moving Mountains: Lessons in Leadership andLo
gisticsfrom the GulfWar, Boston: HarvardBusiness SchoolPress;
the quotationis on pp. 185-186. For the useof stand-upmeet
ings in software development, see http://en.wikipedia.org/
wiki/Stand-up_meeting (accessed May 27, 2009). Agile pro
grammers disdain the typical IT style of delivering a whole pro
gram allat once(andtypically late). Instead, theycollaborate on
a series of quick prototypes, each of which receives customer
input, in the hope of catching problems early and preventing
cosdyreworklater.

217 Two cups ofsoup each day. See Barbara J. Rolls, LianeS. Roe,
Amanda M. Beach, and PannyM. Kris-Etherton (2005), "Pro
vision of Foods Differing in Energy Density Affects Long-Term
Weight Loss," Obesity Research, 13, 1052-1060.

217 Natalie Elder. Dan Heath interviewed Natalie Elder in August
2008.

220 The humble checklist. Parts of the section on checklists origi
nally appeared in ourFast Companycolumn (March 2008), "The
Heroic Checklist," http://www.fastcompany.com/magazine/
123/heroic-checklist.html.

220 Holy Grail of checklists. SeeAtul Gawande (December 10,
2007), "The Checklist: If Something SoSimple CanTransform
Intensive Care, WhatElse CanIt Do?" New Yorker, pp. 86-101.

221 Checklists educate people about what's best. We're not advo
cating the kindof checklists that are associated withsome qual
ityimprovement processes—for example, theelaborate procedure
manuals compiled for ISO9000 certification. Toeducate people
aboutwhat's best andto help themavoid blindspots, a checklist
has to besimple enough thatpeople will actually use it.Thepre-
flight checklist for a 747 is less than one page long. If your
checklist requires more thanonesheet ofpaper, youneed tosim
plify it.

222 Chronic parkingproblem.Fortheparking study, see C. E Get-
tys et al. (1987), "An Evaluation ofHuman Act Generation Per
formance," Organizational Behavior and Human Decision
Processes, 39,23-51.
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223 "Standardize on the mission-critical elements." Dan Heath in

terviewed Dr. Pronovost in January2008.

Chapter Ten

226 A stream of smoke. SeeLatane' and Darley(1968), "Group In
hibition of Bystander Intervention in Emergencies," Journal of
Personality andSocial Psychology 10, 215-221. Latane* and Dar-
ley's work on bystander nonintervention is one of the cleverest
streams of research in social psychology. Because its a classic, pro
fessors of social psychology teach it often,and they recommend
to their students a simple techniqueto overcome noninterven
tion:Pointto someone andgive that person a specific instruction
suchas"You call911." It'snot that people aren't willing to help.
It's justthat theRider iscaught in an infinite loop, trying to look
at everyone else for cues about how to behave, and those cues
aren'tcoming.

227 Obesity is contagious. See Nicholas A. Christakis andJames H.
Fowler (2007). "The Spread of Obesity in a Large Social Net
workover 32Years," New EnglandJournalofMedicine, 357, 370-
379.The quotation isfrom GinaKolata (June 25,2007), "Study
Says Obesity Can BeContagious," New York Times. Be on the
lookoutfor Christakis and Fowler's book Connected: The Surpris
ing Power ofOur SocialNetworks andHow They Shape Our Lives,
NewYork: Little,Brown and Company(2009).

227 Drinking is contagious. See Michael Kremer and Dan Levy
(2005), "Peer Effects andAlcohol UseAmongCollege Students,"
Working paper, Harvard University.

229 Guests at the hotel reuse their towels. See Noah J. Goldstein,
Steve J. Martin, and RobertB. Cialdini (2008), Yes!50 Scientifi
cally Proven Ways to Be Persuasive, New York: Free Press, ch. 1.

229 Gerard Cachon. ChipHeathinterviewed Gerard CachoninAu
gust 2008 and May2009.

233 Designated driver. Statistics are from Harvard University's
School ofPublic Health, http://www.hsph.harvard.edu/research/
chc/harvard-alcohol-project/ (accessed June 14, 2009). The
Grant Tinker quotations are from Nikki Finke (December 29,
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1988),"ATV Crusade on DrunkenDriving," LosAngeles Times,
p.5E.

234 "Sugar-daddy"relationships. Statistics aboutcross-generational
relationships arefrom Population Reference Bureau (2007), Ad
dressing Cross-GenerationalSex:ADesk Review ofResearch andPro-
gams.The American teens statistic is on p. 16; the statistic for
sub-Saharan Africa is on p. 9.

237 Fataki. Weled theworkshop that developed the Fataki ideaand
the first three radio commercials. Avideo ofChipHeathtalking
about the workon the daythe first radio spots were recorded is
on The NewsHour withJim Lehrer website: http://www.pbs.org/
newshour/bb/africa/july-dec07/aids_l l-30.html. Dan Heath
was, at that moment, Photoshopping a prototype of the first Fa
taki billboards.

242 Lou Gerstner... "Culture.. .'is the game." See Louis
V. Gerstner (2002), Who Says Elephants CantDance?, NewYork:
HarperBusiness, p. 182.

242 Katherine Kellogg. Thanks to Kellogg's careful work, this is
oneof the mostclosely observed change efforts in the entireor
ganizational behavior literature. See Katherine C. Kellogg
(2008), "Not Faking It: Making Real Change in Response to
Regulation at Two Surgical Teaching Hospitals," Working
paper, MIT.

Chapter Eleven

251 Skateboarding monkey.Parts oftheseaiononAmy Sutherland
and exotic-animal training originally appeared in our Fast Com
pany column (April 2008), "Your Boss IsaMonkey," http://www
.fastcompany.com/magazine/124/your-boss-is-a-monkey.html
(accessed June 14, 2009).

251 "What Shamu Taught Me." The NewYork Times article is from
June 25, 2006, and can be found at http://www.nytimes.com/
2006/06/25/fashion/25love.html (accessed May 17, 2009).Also
see Amy Sutherland (2008), What Shamu TaughtMeAbout Life,
Love, andMarriage: Lessonsfor Peoplefrom Animals and Their
Trainers, New York: Random House. The "verbal grooming"
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quotation and other details are from an interviewbetweenDan
Heath and AmySutherland in January2008.

253 Psychologist Alan Kazdin. See Kazdin (2008), The Kazdin
MethodforParentingthe Defiant Child: With NoPills, NoTherapy
No Contest of Wilby NewYork: Houghton Mifflin. The quota
tionsarefromp. 34.

253 Change isn't an event; it's a process. Chip Heath thanks Bo
Brockman for teaching this idea.

254 Steven Kelman. On pp. 22-24, Kelman explains whymereex
posure and cognitive dissonance may cause people to resist
change. Then, in an insightful analysis on pp. 123-127,he shows
how the samefactors make change hard to stop once they get
going. See Kelman (2005), Unleashing Change: A Study ofOrga
nizational Renewal in Government, Washington, DC: Brookings
Institution Press.
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